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EXECUTIVE SUMMARY

Introduction

ES1. This is the Executive Summary of the report of an Independent Evaluation of the
International Trade Centre (ITC). The Centre, which marks its 50th anniversary in 2014,
is the joint agency of the World Trade Organisation and the United Nations aimed at
enabling businesses in developing countries to become more competitive in global
markets, speeding sustainable economic development and contributing to the

achi evement of the United Nationsod® Millenniu

enable small-business export success by connecting small and medium-sized
enterprises in developing countries and transition economies to the global trading system.
It gives particular weight to project implementation in the least developed countries,
landlocked developing countries, small island developing states and sub-Saharan Africa.

ES2. This Evaluation was commi ssioned in
with three purposes: to assess the changes in ITC since 2006 (when the results of a
muchlarger j oi nt evalwuation were r el ea werklgver
the 2006-2012 period; and to propose appropriate future directions for the organisation.
One important part of the exercise is to evaluate ITC in the changing global context of
Aid for Trade and trade-related technical assistance, issues that are treated in a special
section of the report (2.1.3).

Methodology and limitations

ES3. The changes in the organisation and its management were gauged against an
accepted framework for organisational assessment, while its performance and results
were assessed by the relevance, effectiveness, efficiency, sustainability and impact of its
activities against specified evaluation questions. The results from these two strands of
the Evaluation have been analysed, validated and brought together in this synthesis
report in line with the agreed approaches in the Inception Report that guided the
Evaluaton, and t he agreed arrangements are al

2013

S

t o

o i

evaluation manager (see t he Annex on fAMet hodol ogferfuPl ans

details).

ES4. The Evaluation report is not only intended to be lean, but above allus e f u l
intended beneficiaries, stakeholders and staff. It is realistically and pragmatically geared
to the opportunities, capacities and constraints of the organisation, and applies standards
for assessment and proposals that fall within the realm of the possible.

ES5. As a self-contained report, without supplementary volumes of thematic and case
studies, it is especially important for the report to present clearly the main strands of the
evidence <collected and anal ysed. Thi s i
Organisation and Management and on its Performance and Results. The Final section
of the Evaluation report includes a summation of the conclusions built from the detailed
findings in earlier chapters to respond to the Evaluation purposes. It ends, in line with the

third purpose of offering guidance for the

of major strategic recommendations to be consideredbyl TC6s governor.s
more specific conclusions and recommendations are highlighted throughout the text.

ES6. It is especially important in the case of this evaluation to stress its limitations, which
are enumerated in the relevant sections below and elaborated in the Methodology
section/annex. It is sufficient to stress here that the obtainable information base on ITC
activities over most of the Evaluation period (especially up to the last two years) was

t

(0]

S

m

a

e

n

a

TC

don

and

found to be fragmentary at best, and that

intended clients, most particularly exporters, proved impossible in all but a very few
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cases. The Report refers to possible explanations and steps (some already initiated by
the Centre) to help remedy these serious problems for its own operations.

ES7. While flagging these major limitations, the Report nonetheless presents its findings,
prefaced by this general caution and each accompanied by unusual, explicit ratings by
the Team of the strength of the supporting evidence and the confidence with which the
finding can be asserted. It will be noted that only in the area of organisational and
management changes is the Evaluation able to rate the confidence level as High, with
most areas of findings on results being rated Medium or lower. In turn, the conclusions
and recommendations derived from each of these findings are to be treated with
commensurate caution.

The context: Understanding ITC, its work and place in Aid for Trade

ES8. The International Trade Centre is distinctive in many ways. It is a small organisation
by multilateral standards, with a complex international governance structure and an
unconventional delivery model, but a relatively focused mission of providing practical
support for trade by developing countries, especially through small and medium-sized
enterprises. At its founding, 50 years ago, ITC was seen as a marginal pioneer in trade
for development, but it is now surrounded by much larger and well-funded organisations
and programmes that have crowded into this area as its strategic importance for
development has been recognized. Still, as this independent Evaluation has been able
to confirm, the large majority of those who have known 7 and been able to compare - the
| TC6s activities in a substantial basenbpedne o f c
impressed by the special relevance, quality and thoughtful delivery of its expertise. It can
l egitimately <claim to be otgansatiomnwithyimpdrtat Gnth Ai d f
unigue assets.

ES9. However, t hose who knowfewan@ écattereadpbedausathae r el a't
is how its activities have been as well. It struggles to serve a wide and growing set of
needs in well over a hundred countries that are eligible beneficiaries, with the predictable
result of being thinly spread, only intermittently present, and unable to respond to many
deserving requests for support. This situation is not tenable if ITC is to carry out its
mission effectively.

ES10. Overthe 2006-2 013 period, the Evaluationds evidenc:
of countries, regi ons, and beneficiary groups) shows t
have built on some continuing products and services of strength and developed and
adapted a number of new areas and emphases. Real progress has been made in
conceptually grouping multiple lines of business around a clearer organising logic in
| TCOs strategic objectives, but neither t hat
different client groups is yet very helpful in broadly understanding or steering the types,
scales and instruments o f | TC6s interventions and the key
t he case i n 2006, actually identifying, | i st
projects over the period remains extremely complicated and subject to debate. This has
implicationsforITC6s abi |l ity t o ahdmaakirkiz théirusetulsesspr oduct s

ES11. Overall, ITC has not had any systematic means, and only restricted scope, for
matching the supply of its services and the demand for them in potential client countries.
It still does not have a comprehensive catalogue of the products and services it has to
offer, nor a planned approach to needs assessment at either the product or country and
regional level, although the latter is now being piloted. Thus its projects since 2006
havebeen depl oyed opportunistically according t
where and when contacts, political initiatives and especially donor funding possibilities
may steer them. This scattering effect has been compounded because the services
concerned in ITC are too stretched to be able to meet all the needs (even expressed
demands) in any systematic way and partly because the main geographic divisions are

SAANA CONSULTING
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too stretched to be able to identify them and must anyway be cautious about
encouraging beneficiary expectations that could not be met.

ES12. To understand this situation properly, it m
products and services are still overwhelmingly the main organising and programming
el ements in | TCO6s woré&m ofNofdicomwmtemyt i pnagr asmmit

associated needs assessments) of the kind found in larger development agencies would

be feasible for ITC at anything like its present size in more than a very few countries or
sub-regions. Some such programming has been tried in a small number of cases over

the period, and the results are reflected in these Evaluation findings. On a positive note,

this general finding of a project-allocation process largely driven by the availabilities of

ITC products and voluntary donor funding has not led to any significant number of cases

where the Evalwuation has found in its sampl es
inappropriate settings, although they may or may not have been the most in need or

most promising. The evaluation found that ITC project planners, even when they are

using a product or service fAoff the shelf 0 ger
assessments in early consultation with partners and intended beneficiaries, and are

willing to adapt their approaches as necessary.

| TC6s organisati on amahgesmsincazp@ément and c

ES13. Chapter 2 presents this major component of the Evaluation and the Report followed
closely the framework of organisational assessment and analysis set out in Matrix 1 in
the Inception Report. Building on extensive initial documentary research, more than 60
targeted confidential interviews were carried out, generating informed assessments from
a wide number of perspectives as well as opening up extensive further internal
documentation. These sources of data are combined and triangulated here with inputs
from the Evaluationds operational assessment s
of JAG/CCITF members on Governance and Accountability issues, and an updated
survey of ITC staff members.

ES14. As will be seen in the different sections of the report, many of these organisational
and management issues are inter-linked with each other and with developments in
programme design and delivery. The advantage of closely following the sequence of
guestions and sub-questions specified in the Evaluation Matrix is to ensure systematic
coverage, with the disadvantage of some overlaps and duplications, but these would also
occur under any alternative structure for the examination. Cross-references are provided
in the most important cases.

ES15. 1 n terms of the Eval uat- assessihgthexhangesritdithavai n pur
been made in ITC over the period since 2006 - the Evaluation Matrix, adapted from a
well-known model for organisational assessment, guided an extensive structured
assessment across the four major dimensions of: the enabling environment for
organisat i onal performance in | TC; the Centrebs o
mandate; its organisational motivation; and its organisational performance (closely linked
to the other main evidence chapter of the Report). This framework, with a structured set
oflagreed sub-issues and indicators, yielded a rich and detailed assessment in Chapter
2.

ES16. Among the broad categories of the ass e s s ment , the enabling envi
work and its organisational motivation emerge relatively strongly on both current fithess

! Summary tables and ratings were introduced in the draft report in order to bring together a manageable and
clear set of assessments across the many fronts in this comprehensive Evaluation. Providing ratings is a way to
way to further distil the assessments, but increases the risk of over-simplifying them for readers, and must

therefore be interpreted with care. Table 5 in the Report,
the changes made since 2006 on the Organizational and Management indicators, together with an explicit rating
of strength of the Evaluationds supporting evidence in eac!
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and positive change since 2006, with a more mixed but still generally positive picture

across the different areas of organisational capacity and organisational performance

(with the latter extensively analysed in the evidence in Chapter 3 on Performance and

Results.) Although the individual indicators and issues involved are of different orders

and importance it is significant t hat t he Evaluation found that
achieved on 23 of them (out of the total of 26
changedo and one showed fAmajor positive change.
these criteria. It is fair and important to note here as well that on many points

improvement has accelerated in the latter part of the Evaluation period, since 2011-2012.

ES17. While this is a generally positive if restrained aggregate assessment of change over
the period, it gives no cause for complacency when considered alongside the

Evaluationdés ratings of the | TCb6s fcurrent fi
Here the ratings were Afairo on 13 of the 29 |
Aipooro ahaifopupoorodo on two: and fexcellentd ar

weakest of all the areas assessed, on both current fithess and change since 2006 was
that of the Centreds financial viabil #any. The
client relationships and its vision and mission.?

ES18. The Evalwuationdés particular ratings <can, an
overal/l picture of the Centreds organisation
progress since 2006, but from a very low base at that time®, leaving substantial further
improvement work to be completed. It should be stressed that while improvement in this
area naturally focuses on the Centre itself and the responsibilities of its head,
management and staff, thiedEvad usashown dbowebnd! &
governor s, member s, supporters and Aparento in
in the responsibility for continuing improvement.

| TC6s performance and results since 2006

ES19. This major Chapter of the Evaluation Report is directed to the second overall

pur pose of t he I ndependent Eval uation: ATo
organisations, donors and beneficiary countries of ITC by demonstrating the results and
i mpact of | TC6s activiti e she IaceptianeRepartOforethe o As

Evaluation this assessment of performance and results has been carried out by following

the evaluation questions, issues and indicators, data collection methods, key sources

and methods for analysis set out in Matrix 2 for the Evaluation. As planned, the major

steps involved extensive documentary review and analysis; several rounds of

consultations and interviews to come to grips with understanding, categorizing and
documenting | TCés activitie®]ls, poouhobriy-ol evedi
truthingod missions to six countries (with two
| TC6s various s.takeholder groups

ES20. The portfolio reviewtooka 0 f unnel 6 approach. At the wide
portfolio review, through structured desk and statistical research and targeted
headqgquarters inquiries, arrived at broad profi

recorded over the period (nearly 800), tracing patterns and trends in the funding, use,
distribution and available results information on products. At the middle level of the
funnel, the Team produced detailed working reports on a representative qualified sample
of 56 national, regional and global projects active during the evaluation period in 24
independently selected countries (see Annex V for project and country lists). Finally,
among the 24 country portfolios, and still following the same structure, the country-based
Afcase studiesod (distributed both acrogshe regio

’The Teamds average rating for the strength of evidence or

mid-way between fAmedi umd and dAhigh. o
3 As documented in the 2006 Joint Evaluation
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narrow end of the funnel to generate findings grounded more deeply in the concrete
experience of projects and their main intended beneficiaries in their actual country
contexts.

ES21. The methodological Annex to the Report provides extensive details on how the

methodology was designed and then applied in practice, but it is important to signal one
substantial variation from the ordering in the Matrix to the presentation of findings here.

Th e original plan to organi se the grategic at

objectives and related client-groups proved unrealistic because very little of the solid
evidence available was sufficient or specific enough to these different strands of ITC
work to make this a reliable or useful framework for presenting the Evaluation findings. *

ES22. Thus the detailed findings are, as a rule, cross-cutting findings applying to the overall

ITC portfolio, sample portfolios and country missions as a whole, noting findings on
specific strategic objectives and products-lines where they are sufficiently robust. On the
basis of its evidence, however, the Evaluation did venture a further indicative

assessment of performance over t-récently mgplied o d

Strategic Objectives (see Section 3.3 in the Report). This is also where the Evaluation

provides S 0ome assessment of the Centreobs

intelligence products which were not captured through project portfolios studies or
country missions.

ES23. Overall performance of the ITC portfolio: This mainly quantitative treatment,

drawing on all available data, traces the patterns over the period in terms of the

di stribution of | TC6s project expenditur

regional), by region, strategic objectives, revenue streams (RB and XB, Window 1 and
Window 2 Resources) and by contributors of voluntary funding. In most of these areas
there is broadly more continuity than change in trends over the 2006-2012 period, after a
reported marked initial increase in in 2006-2007 in the level of Window 1 un-earmarked
voluntary funding, to a level that has basically been maintained. Notable features are in
the reduced share of expenditure over the period in the Asia Pacific region, and the
increased shares expended in Sub-Saharan Africa and the Arab States. The continued
pattern of earmarked voluntary funding at roughly double the level of un-earmarked
support is also noteworthy. Qualitative assessments of what has unfolded in the portfolio
are derived from the regional sample portfolio analyses and country missions.

ES24. Performance and Results against matrix indicators and issues: As in the

analysis on Organisation and Management, the individual questions, issues and
indicators from the Matrix are of different orders of importance that would also be ranked
differently by different observers. Nonetheless, an aggregate picture yields a sense of

the Evaluationébés over all assessment of t he
i f

results and of change since 2006.°1 TC6 s c uersrse nits friattned as

ona

c
i

mp

b

u
r

y

o =

tot al 26) points; Afgoodo on five; Afair/ goodo

fexcell ent o, Avery pooro and fAcandt sayo
since 2006, Aposi midvencHhadngpeodi nwass fidu t t |
A

canot sayo on six; and fdAmajor positive
regression was identified on any of these points. It is fair and important to note here as
well that on many points improvement has accelerated in the latter part of the Evaluation
period, since 2011-2012. Importantly, as well, the evidence base available to support

on

or

“These categories have only been used for | TCdbs planning

imperfectly, and it is not possible to reconstruct any coherent retrospective picture.
® In order to present the composite picture derived from the voluminous analysis in a manageable form, and in

spite of the data limitations, the Evaluation was prepared to distil in Table 10 its findings and broad ratings on the

performance and r e siodethes with &n assdsshierst of the pgrogress made over the past six
years. All such ratings must be accompanied by a general caution against over-simplified interpretations and
each finding is accompanied by unusual, explicit ratings by the team of the strength of the supporting evidence
and the confidence with which it can be asserted.
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these assessments was rated by the Team as weaker than in Organisation and
Management: the average rating for the strength of evidence or confidence level was
245, rankingmid-way bet ween fAl owd0 and fimedi umo.

ES25. The <centr al conclusion of the Eval u2012i on ar «
period is that the Centre - in spite of limited resources and heavy external and internal
constraints - has been able to continue providing high-quality services in its specialized
field that are relevant and responsive, effective and relatively efficient. In terms of results,
the activities have achieved their intended immediate capacity-building outcomes with
clear prospects in most cases of contributing to their higher level goals. There are
encouraging examples of direct development benefits in a significant number of
instances. The other side of the central conclusionisthatITC6 s over al | resour ce
severely limits the greater use of this valuable asset by the developing countries,
reducing its efficiency, contributing to damaging distortions in the organisation and its
results, and clearly jeopardizing the sustainability of many of the best contributions it has
been able to make. The simple fact is that at any one time, large parts of the operational

programmes of | TC are living fAhand to moutho
makes it impossible to deliver up to its potential and certainly to apply fully the kinds of
good practice that | TOrgapisatme mber s press on the

ES26. This is not to suggest that ITC should aim to become another large international
agency dispensing enormous sums of money, a phenomenon that may well be
undermining the devel opment bogentedfaid.tindactopirt muc h o
of | TCd6s speci al credibility anim-eaghappoaadnt h has
and its sense of the discipline of scarce resources, the dominant everyday reality of its
small and medium sized enterprise clients, especially in developing countries. But the
maxim that fdAsmal.l is beautiful o can be carried
whose supporters have provided it too few resources for the job they clearly want it to
fulfil, and sometimes on terms that distract and detract from that desired performance
and under constraints that add to excessive bureaucratic costs, delays and restrictions.

ES27. Nor does this central point suggest that the required improvements will ever be

simple or resolved just by | TCbdbs financi al sup
conflicting pressures and harsh choices that f
management and staff, as well as its governors and supporters, will need to match the

Centreds best performance in its substantive

accountability and disciplined professionalism.

ES28. With the changes made over the Evaluation period and still underway in the Centre,
its record of performance, and the continuing global growth in interest and support for
trade-related technical assistance, the ITC is poised and well-placed to take on
substantially larger roles in its fields.
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Summary of findings, supporting evidence and recommendations

ES29. Note: Chapter 4 of the Report sets out the higher-level and integrated conclusions linked to the evidence chapters summarized above, and
follow them with a linked set of four major strategic Recommendations and 27 supporting action points addressed to ITC management,
governors and others. This summary table, a standard requirement for ITC evaluation reports, is more extensive than most, reflecting the
comprehensive character of the Evaluation. It is hinged to the main, strategic-level findings and recommendations and action points and the
broad sources of supporting evidence and examples, with more specific evidence signposted in the main report. Section 4.2 identifies the
specific recommendations highlighted throughout the text of the main report.

Findings: identified strengths,
problems/issues

Supporting evidence/examples Strategic recommendations and action points

1 Growing clarity around priority 1 Accelerating and confidence-building 1. Move to a strategic base for supporting and deploying
needs in the fiel improvement in RBM systems, risk | TC6s unique strengths in the
comparative strengths and a management, project cycle The six clustered focus areas in the current ITC Operational
strengthening capacity for results- management and evaluation in most Plan and Case for Support should be provided with
based management. IEEl el substantial longer-term financial support (5 year minimum)

1 Chronic shortage of adequate 1 Growing evaluation capacity and and should be developed and deployed by ITC in genuinely
predictable funding to support emerging body of evaluative strategic ways for a wide range of countries and regions.
strategic ITC contributions. evidence on results at different | De-emphasize ambitions for conventional country
Related general proplem of too- levels, e.g.in Chapter 3 of this programmes, in favour of capitalizing on proven ITC
short .prOJects to achleve_ _ I~Evaluat|on and Annex VIII, strengths globally and regionally.
sustainable results in a field like AExampl es from pascs -

TRTA. | TC6s contributjior 10 I'TCOs Management:

9 Lack of strategic approach to i Market and evaluation-proven ITC . Use a sma]l high-level program_me-developm_ent and
country, region and project strengths and potentials in the 6 support unit, made up of experlenced_operatmnal
selection, often driven reactively cluster areas, including women and officers, to flesh out 6-10 year strategic programmes
by funding availabilities and trade and trade and sustainable a_nd Iongerjterm support undt_er_ th_e clusters,_m pro-active
fortuitous contacts. development. dialogue with potential beneficiaries, operational staff

_ and donors.

1 Dempnstrated .IT.C strength_s in T Near-total dependence_on SEUED Il. Task this unit with reporting in one year to management
providing specialized technical budgetary (and increasingly and JAG on initial experience, including lessons for the
services (ultimately for the private earmarked) resources for '
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sector) at regional and global
levels, no similar evidence of
special ITC value-added or
excellence in conventional full-
service country programmes.

Need to muster
expertise in pro-active strategic
dialogue with beneficiaries, actual
and potential funders and
strategic partners, and fully
engage operational staff in
improved management systems.

.

programmes.

Evidence of a record of scrambling
to take on funded projects and
maintain capacity, and of delays and
diversions in key management
improvements because of human
and financial resource constraints.

Prevalent evidence from portfolio
and country studies of insufficient
provision for sustainability, follow-up
and accompaniment of project
benefits. Gaps in funding of
essential major projects in 2012.

Evaluation-confirmed and
reputational strengths in Aid for
Trade (See Section 2.1.3) with
strong record under competitive
multilateral funding (EIF, STDF) and
bilateral support.

Limited and mixed record in more
conventional country-programming
model, where many others are
active.

XVii

responsibilities and working relationships of technical
and geographical units, any suggested pruning of non-
strategic services or products, and possible structural or
other implications.

Il Do not accept shorter-term, one-off projects that do not
capitalize on | TCb6s potent
detract from its strategic effectiveness.

To ITC Governors and Supporters:

l. Provide substantial funding for the overall programme or
individual clusters and designated financing to ensure
adequate medium-tem support for the internal
programme development unit.

Il. Promote and ensure its active engagement and
cooperation with their own and other Aid for Trade
supporters championing an
boxd of conventional devel
and a leader in specialized collaborative TRTA.

Il The CCITF, at ambassadorial level, needs to take on a
stronger role and deliver on the reciprocal responsibility
to ITC to generate adequate, predictable and sufficient
funding to support a high quality, results oriented and
accountable ITC programme.

SAANA CONSL
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ITC6s distinctive
the technical quality of its experts
(staff, consultants and others) and
their special capacity to work
sensitively and effectively in
technical assistance with private
sector and other main trade

actors.

Largely due to strained resources
and the scramble for new funded
projects, inadequate maintenance,
up-dating and accompaniment of

| TC6s net wor k of
beneficiaries (especially in the
private sector) make this key
asset vulnerable.

Unpredictable funding also has
negative effects
main asset, its skilled workforce.

There is a clear legacy of some
Afchange overl oadc¢
committed workforce from 2006-
2013 period. Anomalies in
management practice and in the
status and security, recognition
and deployment of the ITC
workforce. Staff engagement in
improving project cycle
management and RBM needs to
be cemented by useful and
useable approaches for an
organisation like ITC.

Consistent positive readings from
project portfolio and country studies
and readings of the Aid for Trade
Amarketd on | TCos
in these assets. (See Section 2.1.3)

Current inability, until the new Client
Relationship Management System
(CRM) is fully launched and used,
to readily identify and contact ITC6 s
worldwide network of clients and
partners for many purposes,
including this Evaluation and other
ways of tracking
contributing to sustainability
problems and low visibility of ITC.

Direct, survey and audit evidence of
past conflict and strained staff-
management relations (especially in
the course of
Management
record of committed and
professional performance throughout
and current cautious renewed
optimism.

The organisational and performance
analyses found no apparent
rationales for differences in
workforce status, deployment to
projects and recognition or
improving management practice and
organisational structures.

I TCC
Process:c

XVviii

2. Protect and develop | TCobs
assets: its special capacity to deal with the private sector in
trade and its excellence in technical expertise and
appropriate technical assistance.

To ITC management and staff:

l. Regularly maintain and use the new Client Relationship
Management System as an es
private sector advantage and its worldwide network of
clients and partners

Il. Stage and phase further reforms and growth to existing
and developing capacities to avoid overload and
constant improvisation.

Il Buil ding on progress to da
enougho systems of projeecet
based management and reporting and knowledge
management together with the other key challenges
identified.

V. Resolve anomalies in management practice and in the
status, recognition and deployment of the whole ITC
workforce and managers. Build in the time, resources
and incentives for proper performance appraisal and
staff development.

To ITC Governors and Supporters:

l. Invest the financial and moral and political support to
enable ITC to maintain and build its networks and
special, flexible working relationships with private sector
actors in trade.

Il. Allow for the time and resources for the Centre to
strengthen quality, plan better, recognise and develop
its staff, and to follow-up its projects to evaluate
results, accompany beneficiaries and ensure
sustainable benefits.

SAANA
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Over-governance, in the JAG/ CCITF survey results, 3. Pragmatically strengthen governance and continue to
bureaucratic burdens for ITC and including on a Geneva disconnect strengthen accountability while minimizing bureaucracy.
its stakeholders of duplicative from the formal accountability links To ITC Governors and Supporters:
reporting, and often heavy UN in New York. .
procedures, rules and oversight ; . Riaghic e iR s astR iR R DR G NiNoAr

: iy ; Uniquely complex governance but manageable governance system, convene small and
bodies being applied to a small, 3 . . - ;

. ) superstructure in comparisons. i nfor mal ifriends of the

responsive, private sector- : fici fici
oriented organisation. Interviews and documentation on between engaged beneficiary and non-beneficiary

; ek project experience and operational countries) to allow for advance and follow-up discussion
Under-governance in lacking a staff concerns, while noting the of formal ITC governance meeting agendas. and
COh_eslve, representative and central administre management reports, and to encourage active
dedlcte)lted QOVGImmIC] pofdy whé)se aitsiEiten sl resdliness i ek engagement wherever necessary by the representatives
members are closely informe within the existing system. of those countries in Geneva, capitals and UN New
and committed to the mission and York.
work of the organisation and Small existing core group of ,
particularly to providing strategic continuously engaged Member Il. Convene a regular annual meeting of the three Heads of

ITC, WTO and UNCTAD and their close collaborators, in

[ iti country representatives, weighted to : :
guidance gnd political support, oy rep g advance of JAG meetings, which could also serve to
lriel e Iing) ERlzg et g contributors of extra-budgetary ensure synergies among the Geneva trade institutions
reliable extra-budgetary resources resources. Imbalance was ynerg 9 _ '
for ITC programmes. Difficulties evidenced in a very limited response . Be prepared to support necessary adjustments or
in engaging most beneficiary of beneficiary country adaptations in standardized UN requirements to
country representatives in representatives to the Evaluation accommodate a smaller, more entrepreneurial, private
Geneva, and insufficient continuity survey and requests for liaison in sector-oriented organisation like ITC.
of contact in most countries. their countries, probably due in part To I TC6s Management:

to the limited and intermittent ITC

Concern in a significant minority of engagement in their countries.

JAG/CCITF members for better

l. Strengthen the information to JAG and CCITF on plans,
performance andresults-under each of

information on performance and Project and country mission streams, including the Regular Budget - as well as on
results for each of the Regular evidence strongly confirmed the internal management and economical operation

Butget, Windpw 1 and Window 2, Nigjtete| St in_termittent e . Il. Be transparent and assertive about both the real

as well as on '”te.”.‘a' . ehngagerln_ent Im Ta?y.c.‘f)‘.*l’.‘”'islf‘”d progress and the limits in defining, advancing and
management policies, practices the regu ting lack of visibility, follow- freporting results in |ITCos
and costs. Up and accompaniment. defending adjustments and adaptations to standardized
Little or no appetite for trying to Record after 2006, interviews and UN requirements that may be necessary to

negotiate new formal governance survey results. accommodate its distinctive mission and essential
arrangements. business requirements.

SAANA
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Comparatively limited size and
influence of | TC¢
the burgeoning fields of Aid for
Trade and trade-related technical
assistance, relative to its

recognized strengths and track
record.

Continuing narrow visibility and
recognition for ITC and its work,

with a solid and widening
foundati on with ¥
goodso product s.

Constraints on ITC presence,
continuing contact, alertness to
opportunities for engagement
(increasingly generated at country
and regional levels) and capacity
for follow-up and accompaniment
of its key clients in beneficiary
countries due to
general lack of in-country
representation. Extreme
improbability of sufficient
resourcing for many country

of fices in future
wide group of eligible beneficiary
countries.

Relatively high profile
communications and public
relations performance in recent
years reaching specialist (and
occasionally more general)
international audiences with a
positive message and a number of
attention-getting and awareness-

Quantitative and qualitative

documentation in the analysis of
| TC6s Pl ace
Aid for Trade (Sec 2.1.3)
corroborated by project portfolio and
especially country mission analyses.

Documented low awareness and
interest in beneficiary countries,
beyond immediate clients, even
among peer providers and donor
representatives in- country.
Contrasting evidence of a wider
international awareness, use and
constituency for
goods products.

Strong evidence from country
missions of the constraints in not
having in-country representation, but
also that even if it were widely
possible it could alleviate only some
probl ems. Shown t
technically-led strength is
necessarily based in HQ, and has
also functioned well in countries.

Cautionary finding that the one past
Apil ot o
de-centralisation was badly
designed and prepared, justified and
monitored. No evidence was
encountered of significant benefits
for the region involved, while costs
continued.

The organisational analysis found a
relatively well staffed and skilled

and pr

I,.

experi ment

XX

4. Move ITC up to the next level of visibility, engagement
and effectiveness as a key player in the global Aid for Trade
effort.

To | TC6s Management :

l. Keep a steady focus and | T
and credibility aimed at the strategic horizon suggested
in Recommendation 1 and supported by the other
Recommendations

Il. To realistically enhance |
countries and regions, recognizing its constraints,
consider a very few carefully-designed, justified and
evaluated liaison arrangements for key regions.

Il With JAG and CCITF, enlist a small but representative
group of engaged representatives of intended
beneficiary countries and institutions, in Geneva and/or
in capitals, to advise at regular intervals on cooperation
possibilities, strategic design, key contacts and
expertise and profile-raising opportunities.

V. Continue to tell the ITC story publicly, highlighting
promising innovations and breakthroughs as justified,
while also using them to focus attention on the less
glamorous, longer-term work of building sustainable
results in supporting trade.

To All Aid for Trade donors, especially multilateral and
large donors:

l. Take greater advantage of ITC in these programmes as
a distinctive asset to the global aid for trade effort, with
its strengths in skills attuned to practical exporter needs
and adaptable to different country situations.

Il. Call on ITC to support and complement major
programmes while helping support the necessary
durationandfollow-up of | TC6s contri

SAANA
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rai sing fAlead st

i Massive growth of Aid for Trade
and trade-related technical
assistance spending in the past
15 years, with some of the largest
providers having only limited
recourse to | TCO:¢
services, in spite of their
demonstrated strengths.

Note: 16 nar r ower ,

T

Nfspeci fic

ITC communications capacity,
featuring the positive but

i ncreasingly needi
long-term and challenging work of
achieving results in trade capacity
building.

Documentation of the pattern of

limited funding and partnering with

ITC by most of the largest AfT
providers, countered by steady

support by a number of key bilateral
donors, and as a ¢
testdo by the compe
multilateral facilities in EIF and

STDF.

recommendati onso

ar

e

highlighted
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Specific Recommendations

ES30. Para. 44. Major AfT providers and ITC. In many cases, it would appear to make
sense for the major trade fAhar dwar andltilaterain der s t
TA supplier like ITC in its fields of special expertise rather than trying to manage such
skills directly or replicate them in-house. To do so, however, will not only depend on
ITC being able to clearly define and effectively market its services in line with its strategic
objectives, but also on the receptivity of the major providers to call on this resource of the
i nternati onal community to a (¢rceoanttearacdarotrednt ,a ne
| TC6s ability to emapdnd Wkl |l TEOs smembar count
are persuaded of this case, it will also depend on them to promote and support these
linkages pro-actively.

ES31. Para. 61. Fl eshi ng out | TCO6s .t hleToQbise sstofatelyarmrgepl
corporate logframe need to reflect convincing and reliable theories of change (results
chain) against corporate objectives, with clear breakdowns of intended results, pathways,
assumptions and risks. The staff concerned need to own and apply these linkages in
their own work.

ES32. Para. 62. Better terminology for results: The Evaluation recommends that ITC

should change its terminology and measures ar
and especially fAoutcomeso of its intervention
defined in the UN system. These are more relevant, realistic and useful than the
OECD/ DAC definitions, particularly around <cr e
for trade. Other agencies will come to this realization and ITC could lead in making a
sensible chang e . At the current stage of devel opmen

quite feasible and will pay off amply in a more credible and useful system.

ES33. Para. 67. A useful results system. As in any other organisation moving to a results
orientation, the balance now has to be found and shown where the system is
demonstrably a useful set of tools for the whole organisation and its stakeholders, and
not an expensive add-on or an end in itself. The burden of proof is on the designers of
the system and on senior management in mandating its use.

ES34. Para. 81. Internal organisation and financing. The list of issues identified -
particularly linked to unclear mandates and responsibilities and the unrelenting pressure
of needing to generate project work-months for programmes and extra-budgetary staff i
merits serious attention of the Centreds manag
there are no simple ways of assessing the relative productivity of different parts of the
structure, the resources they take upandthei r contri butions fthe | TC6s
Centreds sharply I imited resources mean that t
scrutiny and improvement.

ES35. Para. 105. Connecting up management systems. The single project cycle
management system needs to be matched with associated platforms for sharing /
making accessible information, and agreed systems for document storage, in order to
fully support a comprehensive function of planning, monitoring, reporting and knowledge
management. ITC staff needs to feed and use the system to its potential for better results
and accountability.

®*For example, simple comparisons of the overall fithroughput
grossly distorted picture.
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ES37. Para. 133. Light, adapted systems: An organisation like ITC will need to maintain a
light, simple, useful system of Project Cycle Management to minimize bureaucracy and
maintain its responsiveness and flexibility. For example, the detail of project tracking
systems should be calibrated to the scale and complexity of the project in question and
focus most on the critical tools and milestones, at design and launch, agreed progress
milestones, and closure and follow-up.

ES38. Para. 133. Providing for sustainability: Without exaggerating the ambitions or
potential of its projects (especially smaller ones) to shape development results, the
issues of how to promote their sustainability and how to follow-up and check on it need to
be built into project designs and budgets from the outset, and inculcated and recognised
as vital elements of the work of ITC staff. In project design, there should be
arrangements (responsibility, resources, time) to ensure follow-up and regular check of
the project-generated benefits, from the outset. It is clear that deepening these follow up
and |l earning functions wil/l incur additional C
that without them, muchof ITC6s val uabl e existing work and it
being largely wasted.

ES39. Paras. 148-151. Evaluation systems. Better coordination between divisions and the
corporate Evaluation Unit is needed to maximize the value and efficiency of programme
self-evaluations (includingmid-t er m r evi ew, compl etion report,
€ . ITC needs to maintain relevant corporate evaluation plans and tools to provide
adequate coverage implement a sound evaluation strategy and support an evaluation
cut ure for | earning. | TC6s funding and wo
such good practice in evaluationé. |t wi | b
standards of t he UN Evaluation Group: to NAE
organisat i onoés governance and management Fu [
independent and impartial evaluation process by ensuring that the evaluation function is
independent of other management functions. The Head of evaluation should report
directly to the Governing Body of the organisation or the Head of the organisation to
ensure independent and impartial evaluation independent of other management
functions. 0

ES40. Para. 178. 1 TC6s <cri ti:caBuiclodiitnragctand mai ntaining
Relationship Management system (CRM) is not an administrative burden, but a critical
business need for the future of the Centre and almost all of its individual activities. This is
not just, or even primarily, an issue for the attention of ITC management but at least as
much for individual project managers who must actually take the time and effort to make
the necessary inputs and then use the CRM resource to provide more systematic follow-
upandgreatersustainabi |l ity for | TCb6bs contributions. |t
members and supporters, who will need to allow for the additional time and effort for this
painstaking but vital work of benefit to all.

ES41. Para. 185. Credible, balanced information on results. | TCOs effect
communication of its vision and mission now need to be supported with readily-available
and credible information on | TC6s results del.
incherry-pi cked Osuccess storiesbo

! http://www.unevaluation.org/papersandpubs/documentdetail.jsp?doc_id=22
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ES43. Para. 217. Underpinning effective evaluation: In addition to changing the
reporting lines of the evaluation function to ensure its real and perceived
independence, ITC also needs to implement the following good practices for evaluation:
(a) Ensuring adequate financial data on programmes and projects for proper evaluation;
(c) Clarifying the respective responsibilities and complementary links between the
evaluation and project monitoring functions; (d) Enhance its self-evaluation standards
and practices; (e) Providing strong corporate support for dissemination and follow-up of
evaluation results and their use in learning and knowledge management systems.

ES44. Para. 263. Guarding against aid for trade dependency: All Aid for Trade
providers, and especially the big spenders, share a responsibility to avoid reinforcing a
public sector prop for TSIs but instead helping strengthen their private sector roots and
nourishment. At a minimum, credible cost-sharing for any outside support should be the
rule.

SAANA CONSULTING
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1. INTRODUCTION

1. This is the report of an Independent Evaluation of the International Trade Centre (ITC).
The Centre, which marks its 50th anniversary in 2014, is the joint agency of the World
Trade Organisation and the United Nations aimed at enabling businesses in developing
countries to become more competitive in global markets, speeding sustainable economic
developmen t and contributing to the achievement C
Devel opment Goal s. I T CO s -businesssexporh sudcess by o enab
connecting small and medium-sized enterprises in developing countries and transition
economies to the global trading system. It gives particular weight to project
implementation in the least developed countries, landlocked developing countries, small
island developing states and sub-Saharan Africa®. This Evaluation was commissioned
in 2013 as a nlgraens s prreop o r twith eéhrea Ipurpmges: tonaésess the
changes in ITC since 2006 (when the results of a much larger joint evaluation were
released); to evaluate the results of | TCOs wo r k-20k2\period®; and &® 2 00 6
propose appropriate future directions for the organisation. One important part of the
exercise is to evaluate ITC in the changing global context of Aid for Trade and trade-
related technical assistance, issues that are treated in a special section of the report
(2.1.3).

2. Methodology, structure and limitations. The main | ines of t he Eval ua
are outlined in Box 1 below and elaborated in Annex V. Briefly, the changes in the
C e nt prgabisation and management were gauged against an accepted framework for
organisational assessment, while its performance and results were assessed by the
relevance, effectiveness, efficiency, sustainability and impact of its activities against
specified evaluation questions. The results from these two strands of the Evaluation
have been analysed, validated and brought together in this synthesis report. The
Evaluation report i's not only intended to be
beneficiaries, stakeholders and staff. It is realistically and pragmatically geared to the
opportunities, capacities and constraints of the organisation, and it applies standards for
assessment and proposals that fall within the realm of the possible. The structure of the
Report is straightforwardly linked to the three purposes set out above. Immediately
following this introductory chapter, the changes in ITC since 2006 are analysed in the
major chapter2onid TC6s Organi sation and Managelhent and
results of | TCO6 s20R@eritd ae thenranalysedin Chéptee3onii | TCO s
performance and results since 2006. Finally, Chapter 4, oConclusions,
Recommendations and Options for Future Directionsd0 assembl es the concl u
these analytical chapters and serves the third assigned purpose of proposing appropriate
future directions for the organisation. The Executive Summary distils the main elements
of the full report, and key supporting materials are found in the annexes.

3. Regrettably, it is especially important in the case of this evaluation to stress its limitations,
which are enumerated in the relevant chapters below and elaborated in the Methodology
Box and Annex on Methodology. It is sufficient to stress here that the obtainable
information base on ITC activities over most of the Evaluation period (especially up to
the last two years) was found to be fragmentary at best, and that tracing and interviewing
| TC6s actual and intended clients, most partic
a very few cases. The Report refers to possible explanations and steps (some already

8 For further institutional information, see: http://www.intracen.org/itc/about/#sthash.ERt75v2H.dpuf

% In terms of its scope, strictly speaking, the Evaluation was to cover the period 2006-2012 inclusive, and most of
the coverage and analysis of projects focuses on that period. However, since the country missions took place in
January-February, 2014 and included a good number of ongoing projects, it would have been artificial and in fact
impossible to cut off coverage at the end of 2012, so it was brought as far up to date as solid information would
support. On the Organization and Management front, the coverage extended up to November 2013 when the
main data gathering and interviews in Geneva were completed.
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initiated by the Centre) to help remedy these serious problems for its own operations.
While flagging these major limitations, the Report nonetheless presents its findings,
prefaced by this general caution and each accompanied, unusually for evaluation or
other reports, by explicit ratings by the Team of the strength of the supporting evidence
and the confidence with which the finding can be asserted. It will be noted that only in the
area of organisational and management changes is the Evaluation able to rate the
confidence level as high, with most areas of findings on results being rated as medium or
lower. In turn, the particular conclusions and recommendations derived from the findings
are to be treated with commensurate caution.

Box 1: Overview of the Methodology for the Independent Evaluation

The agreed Inception Report for the Evaluation included the full outline of the approach and
methodology to be followed. During the process, two progress reports were provided to the
Head of ITC6s Evaluation and Moni t osupplengent this ibrief
Overview (see Annex V).

The figure below from the Inception Report sets out the main building blocks of the
methodology.

Evaluability assessment

Evaluation questions and working matrix

L 2

Document reviews

Portfolio review "

Organisational, portfolio profiles, 24 regional portfolio studies, 7 "ground-truthing"” field
missions and programme analysis studies

Targeted interviews and surveys
Interview topic guides, wider surveys, structured meetings and workshops
Systematic analysis and synthesis
Report drafting

Finalisation, drafting, validation and disseminiation

The expected building blocks were mainly applied as planned. As part of the inception
phase, the Team assessed the preconditions for conducting a robust evaluation. The
original list of possible evaluation questions in the Terms of Reference needed revision.
These issues were documented and discussed during the inception phase and the questions
were further structured, refined, and focused in consultation during the inception mission to
Geneva and confirmed in the Inception Report, which was the formally accepted to guide the
process..

To cover the two specified purposes of the Evaluation (apart from its forward-looking
guidance) two evaluation matrices were used: Matrix 1: on Organisation and management
(see section 5.1); and Matrix 2: on Operational progress and results (see section 5.2). Used
in parallel and then re-integrated at the synthesis stage, these two matrices served as the
core framework for the evaluation. Among the building blocks set out above, the Portfolio
Review steps were applied to Matrix 2.

The framework adapted for the organisational and management study proved effective, with
the understanding that as part of the o0l ea
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expected to constitute an exhaustive management and organisational study. As its
framework, the team adapted the IDRC organisational assessment tool, reflected in the
Matrix 1 questions.

On the other hand, the challenges in assessing the operational performance and results of
| TC6s activities against the accept Halt tlkam a
expected. The data weaknesses, especially for the earlier years, around the essential
milestones of projects and project cycle management are documented in the Report.
Because of their importance for the Centre itself they are directly reflected in the conclusions
and recommendations. Thus the original plan to organise the operational assessments
around | TCbés strategi c -gioogsprovediunenlsstcand r el a

Following the finalisation of the evaluation matrices, the team began a systematic review of
key organisational documents (strategic plans, annual reports etc.), project documents
(proposals, progress reports etc.) and other background materials. On the operational
progress and results side, khda&r dd atme cahdrdiecdt
program staff interviews to supplement the initial document review and clarify the distinctive
ways in which ITC projects actually operate.

The portfolio review of the operati onalofthei
funnel, the full portfolio review, through structured desk and statistical research and targeted
headquarters inquiries, arrived at broad

recorded over the period (nearly 800), tracing patterns and trends in the funding, use,
distribution and available results information on products. At the middle level of the funnel,
the team produced detailed working reports on a representative qualified sample of 56
national, regional and global projects active during the evaluation period in 24 independently
selected countries (see Annex V for project and country lists). Finally, among the 24 country
portfolios, and still following the same structure, the country-b ased Acase stud
both across regions and types of programs) served at the narrow end of the funnel to
generate findings grounded more deeply in the concrete experience of projects and their
main intended beneficiaries in their actual country contexts. Six of seven planned missions

were carried out T i n Cambodi a, Cite dolvoire, Et hi
Speci al challenges |l ed to substituting t w
place of other planned physical mission. The country missions (six physical and
two oOovirtual o) assumed an even greater i myg

means of consulting beneficiaries and partners in the ground. Guided by standard
instruments, these missions included informed respondent interviews or focus groups with
182 representatives of government, TSls, beneficiary groups, donors, CSOs and other
informed observers on the ground, and findings were incorporated into eight internal country
mission reports.

In parallel, the team sought to use HQ-level interviews and targeted surveys to triangulate
findings. The team carried out seven separate missions to Geneva and engaged with a total
of over 150 ITC staff, management, stakeholders and partners in structured interviews and
focus groups, all built around the Evaluation matrices. This was in addition to substantive
introductory sessions on the Evaluation with the Steering Committee, present and past JAG
chairs, developing country Permanent Missions in Geneva, Geneva Week participants from
countries without Permanent Missions, and an open session to which all staff were invited.
Three targeted surveys were deployed in various languages to JAG members (including a
special survey on governance and organisational questions), ITC staff and ITC clients.
Response rates to all these surveys were fairly disappointing, especially on the last, but the
staff and JAG responses were informative, as reflected in the text and Annexes | and IlI.

The client surveys, intended to elicit input from wide groups of actual and intended ITC
partners and beneficiaries proved almost entirely impossible to administer to those groups,
in spite of the combined efforts of the Evaluation Team and ITC staff. The main reason is
that ITC does not yet have a useable central base of information on such contacts, although
it is working hard to build one, nor was there any prospect of building one up around the
Evaluation sample, beyond the extremely useful 182 direct interviews carried out in the
country missions. This problem of maintaining contacts, serious for ITC as well as the
Eval uati on, is addressed in the Evaluati on
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The final steps of the methodology to draft stage focused on aggregating emerging findings
to bring together the diverse streams of evidence from the earlier steps. The team cross-
checked and assembled findings across component inputs and supplementary materials,
then drafting the major policy-oriented synthesis report systematically covering the
evaluation purposes, the agreed questions, and the specified criteria (relevance, efficiency,
effectiveness, impact and sustainability).

Following the submission of the draft report, the EMU undertook a quality assessment
mi ssion to t he -AplaTemsissith@epdrtexpressed satisfaction with the:
i) scope of the evaluation, ii) quality of design, data and analysis, iii) quality of conclusions
and recommendations, and iv) candour and impartiality of the draft evaluation report. A
number of areas for strengthening were proposed.

From the draft to final report stages, a consultation and validation phase involved
stakeholders submitting a total of 239 comments, questions, and suggestions, each of
which received a response by the Team, and led to revisions and refinements to the text
where required. The compilation of the comments and responses makes up an important
part of the Evaluation Report for present and future reference (see Annex VII).

2. 1 TC60S ORGANINODAMANAGEMENT AND CHANGES
SINCE 2006

4. This major component of the Evaluation and the Report has been developed following
closely the framework of organisational assessment and analysis set out in Matrix 1 in
the Inception Report (included in section 5.1). Building on extensive initial documentary
research, more than 60 targeted confidential interviews were carried out, generating
informed assessments from a wide number of perspectives as well as opening up
extensive further internal documentation. These sources of data are combined and
triangul ated here with inputs from the Evaluat
including the special surveys of Joint Advisory Group / Consultative Committee of the
ITC Trust Fund (JAG/CCITF) members on Governance and Accountability issues, and
an updated survey of ITC staff members. Individual interviews cannot be cited as
sources, and much internal documentation is informal in character, but key available
sources are cited and all questions and challenges raised in the review process of the
draft report have received individual responses by the Team.

5. As will be seen in the following chapters of this report, many of these organisational and
management issues are inter-linked with each other and with developments in
programme design and delivery. The advantage of closely following the sequence of
guestions and sub-questions specified in the Evaluation Matrix is to ensure systematic
coverage, with the disadvantage of some overlaps and duplications, but these would
also occur under any alternative structure for the examination. Cross-references are
provided in the most important cases. In applying these two major lenses i organisation
and management and performance and results - to some of the same issues in ITC, the
Evaluation report benefits from having both ¢t}
and the perspective from a sample of individual countries and projects. As is well known
about international development programmes, not only are these perspectives i the
formal and systemic and the practical and operational - often different but so are the
ways that things actually work, and some such differences are reflected in a number of
findings here.

6. In order to pull together these complex and wide-ranging analyses and findings in a
coherent and accessible form, a summary tabl e
Organisational and Management Issues appears at the end of this chapter providing the
Evaluationés ratings of the Centreds current
indicator or issue in the Matrix, together with a rating of the strength of evidence and
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confidence in the assessments in each area. A similar summary table is provided later
for the findings on performance and results, and some of the differences referred to in
the preceding paragraph will be seen in related ratings.

2.1 What is the enabling environment for organisational performance in
ITC and how has it changed since 2006? (A)

2.1.1 Governance and corporate accountabilities (A1)

7.Littl e change has taken place in I TCb6bs external

nor in the main concerns diagnosed in the evaluation of that year and generally

acknowl edged by | TCOs stakehol der s. Proposal

governing board or executive committee structure were brought to a standstill by
difficulties in agreeing on an appropriate formula for representation. Consequently, as
the JAG found in 2008, ' The Consultative Committee remains the oversight body for
voluntary contributions to the ITC Trust Fund, while the JAG remains the policymaking
organ of ITC', subject to formal ratification, which is not always automatic, by the Trade
and Development Board (TDB), the World Trade Organisation (WTO) General Council
(GC) and the United Nations General Assembly (UNGA). This leaves ITC, especially as
a fairly small organisation, with the unusually elaborate and unwieldy set of governance
and accountability arrangements that were already in place in 2006, as reflected in
Figure 1 below.

Figure 1: ITC Governance and accountability arrangements

Roles in human resources

consultation/oversight (Sect) (Sect) (Sect)
Complementarity /consultation

around functions/programmes (also X X o X
with other international, regional (Sect) (Sect)

and national organisations)

Takes part in ITC Oversight

Committee X X
ITC accou_ntabllltles for strategic X X X X
programming /reporting
ITC financial accountabilities X X
X
ITC regulatory and audit X% (OlOS &
responsibilities External
Auditors/ JIU)
X X X
th
AGoverning bodyod (\g-lc-:o (TDB (gst(tiegotst) X X
review) RevEn) UNGA)
Complaint & response mechanisms X

* This assumes a partial role.

** This is understood to be a formal role through the UN-wide CPC exercise, not directly
related to substantive programme operation.
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8. Beyond those initial reform attempts, there is no record of any sustained or renewed
pressure either from I TCb6s members or manageme
apparently in part out of a continuing concern that opening up these issues in a
multilateral organisation could lead to a worse situation rather than an improvement. To
test current Vi ews of stakehol der s on | TCO6s
Evaluation carried out a special survey of the member countries and organisations
represented on the Joint Advisory Group (JAG) and Consultative Committee for the ITC
Trust Fund (CCITF) the ITC-dedicated advisory / governance structures. The
respondents did not express major dissatisfactions (see Box 2 below and Annex ).

Box 2: JAG survey results

i1 In total, there were 22 responses from JAG and CCITF members. There were 16
different countries registered in the survey plus the European Commission (EC), from
five regions i Western Europe, North America, Latin America and the Caribbean, Africa
and Asia-Pacific. Of these, 12 plus the EC were from donor countries, with four from
beneficiary states.

9 The majority of JAG respondents rated |
positively when considering a humber of roles and responsibility. For example, close to
80 percent of respondents stated |1 TC do
adhering to its mandate and ensuring transparent communication to stakeholders. The
exceptions were in some significant dissatisfaction with information on plans,
performance and results under all funding channels, and on internal management.
When considering whether | TC 6guards agai
of respondents stated they were unable to offer an opinion, with just under a quarter
claiming I TC do said o6well & or oO6very well

9 I'n comments | eft by respondent s, hal f cl
complicatedd and édcomplexd. Additionally,
oversight 6 s, ofterclacking ansparency.s e

i Asked to rate the effectiveness and efficiency of different bodies overseeing ITC, the
majority of respondents considered JAG and CCITF members positively across all
questions. Concerning the WTO, TDB and UN CPC/5™ committee, a third or more
responses were unable to offer a concrete

i1 In the comments, two respondents state that transparency is lacking with regards to
appointments. Additionally, JAG and CCITF bodies are claimed by a couple of

respondents to be political and static grot
power & with regards to | TC.

19 When considering | TC6s management , respc
single requirement asked i a total of 157 sees a majorityofr e sponses as
well 6 of at | east 62 percent .

i  With respect to comments, a third stated that there had been recent improvements within
| TC6s management . One comment noted that

accessible, easytoworkwit h and take recommendati ons i

9. Together with the results of interviews with r
and the Centreds management these )shewthat nses (
while all concerned see the governance set-up as complex and sometimes duplicative
and onerous, the system is not considered so dysfunctional as to justify the possible
risks of trying to disassemble andre-desi gn it . | TCO s aldinkagesi a l j oi
with both the United Nations and the WTO appear to remain valuable for the legitimacy
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of its mission and operations as they were at
with the UN in New York are distant, formal and control-oriented, and the limited special

roles of the United Nations Conference on Trade and Development (UNCTAD) are

complicated by fAculturalo differences and occ
organisations. The WTO, withitsone-hal f shar e of t liget, dorivey®as Regul
clearer sense of understanding and confidence
relying to some degree on the UN6és procedur al

10. Reflecting the complex governance and accountability arrangements set out above, ITC
faces numerous forms and lines of accountability serving multiple external and internal
functions and requirements. Being treated as a UN organisation, it has come to be
subject to intensive oversight provided through the multiple UN lines of accountability,
affecting not only the 50% of the Regular Budget provided through General Assembly
all ocations, but essentially every aspect of
delegated authorities and few, if any, adaptations'® for its size and particular operating
requirements.

Box 3: Exampl es of | TCés accountability bur

T 1 TC6s Regul ar Budget T7bahsthe WdO GBCeandaUNGA and their
respective subsidiary bodies.

i For the UN alone, the preparation of ITC Strategic Framework requires: Liaising within
ITC and with Geneva-based partners during preparation: Liaising with Programme,
Planning and Budget Division in New York which reviews it; Presentation to the JAG;
Review by the UN Committee of Programme and Coordination (CPC); and review by the
Fifth Committee (Member States) which transmits the document to the General Assembly
(GA) for endorsement.

11.This compl ex web of accountabilities might be
credibility with overlapping safeguards, or on the other hand to blur and thus weaken real
accountability. The Evalwuation, and its survey

found either decisive positive or negative effects, beyond the considerable additional
cost of the time and effort involved in multiple reporting in response to somewhat
different schedules and requirements. The multiple reporting lines do allow for all the
different stakeholders, sometimes the same ones wearing different hats, to receive full
formal reporting and to raise questions and suggestions as they wish.

121l n the Evalwuationf6s assessment, the current S
over-governance and under-governance for an institution
characteristics and needs. The over-governance is most evident in the bureaucratic
burdens, for ITC and its stakeholders, of duplicative reporting, and often heavy UN
procedures, rules and oversight bodies being applied to a responsive, private-sector
oriented organisation'. The administrative costs in time and money need to be
recognized in considering the effective use of
we find that the Centre is under-governed in the sense of lacking a cohesive,
representative and dedicated governing body whose members are closely informed and

1 The Team had originally understood that there were some particular delegations and derogations but the ITC

administration, in commenting on the draft Evalwuation Repo
bythefi nanci al and staff regul ations of the United Nations. ¢
around staff regulations and human resource policies.

“I'Tcéos administrative services have basicall ynumerous ested tf

other staff and partners have documented it from their perspectives, as indicated in the analysis here.
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committed to the mission and work of the organisation and particularly to providing

strategic guidance and the reliable extra-budgetary support that is essential to the Centre

delivering strategic and effective programmes. It has found, through both its operational

and management analyses, that over the period
be strategic and responsive to demand is jeopardized by insufficient and unpredictable

financing, especially in terms of longer-term, un-earmarked project funds. This has led to

a chain reaction of serious management difficulties and often enormous pressures to

adopt an opportunistic, funding supply-led approach to programming.

13. In practical terms, meanwhile, the Evaluation has found that the most important fora for
specialised substantive oversight of the ITC are the JAG and CCITF, for example
through their emphasis since 2006 on a stronger results based approach, looking
towards reporting on impact, and between them these inclusive groups have the
potential to provide the closer strategic steering required. On the other hand the full
arsenal of UN systems, rules and processes applied to ITC more than covers other
accountability concerns i at corporate and even project levels i while imposing a
considerable administrative costs, delays and sometimes reduced effectiveness.

14. At present, in the long intervals between the formal plenary governance meetings,
programmatic support and guidance by members is provided informally by a small
number of Geneva representatives of donor countries offering un-earmarked or
earmarked voluntary financial support, and a small number of representatives of eligible

beneficiary countries with a speci al commi t men
are not actually major beneficiaries. The level and profile of responses to the
Evaluationdés speci al survey is consistent witd!l

need to widen and strengthen member engagement, particularly from beneficiary
countries.

15. While these types of limitations are far from unique among multilateral institutions, the
Evaluation finds that they have serious implications for ITC, and recommends
consideration of a set of feasible remedial steps. None of them would require radical
institutional change, but they do call for healthy innovation and flexible practice,
especially in UN systems and mind-sets, to accommodate a smaller, private sector
oriented organisation like ITC.

Project, programme and internal accountability

16. Internal accountabilities in ITC are rigorous and punctiliously follow UN systems.
However, ITC has worked hard to secure delegations of authority where possible, mostly
to the Director of the Division for Programme Support. For example, only grants above
$50, 000 need to be ante@imaitee.dAt thy saheTti®é, dinesGf
accountability have often been blurred. As examples: the budget responsibility for
individual projects has rested until 2013 wi't
Project Managers, even at the project development stage; and proper systems for staff
performance management have only just begun to take hold in ITC with the new ePAS
system.

17. At the same time, there is evidence that administrative and legal regulations arising from
the UN accountability requirements impede efficiency and effectiveness (and demoralize
staff) by diverting excessive efforts of hard-pressed operational personnel from
substantive work. Whilst internal accountabilities (for example in the minute tracking of
every expenditure and adjustment) may support one form of credibility, they are not
guided by a mature approach to risk management, especially given the small size and
limited means of ITC as well as the entrepreneurial character of much of its work. In
effect, when considering or undertaking activities, a determinant question seems to be
whether or not they will be in administrative compliance with UN systems, rather than the
substantive merits and priority of the work itself.
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18. Formal accountabilities for Regular Budget funding of ITC6s cor e admini str at

and manageri al capacity (and the core of its i
the UN and WTO programme, budget, reporting and oversight systems. Although, as in
other UN reporting, accountability for results is very br o a d, | TC6s has been

strengthening over the evaluation period. The Centre has augmented these formal
corporate mechanisms with accountability to interested publics through annual reports
which are generally readable and informative T if predictably upbeat - as part of a
corporate communications programme that has seen growing investment,
professionalism and visibility to key audiences over the period.

19. Specific conclusion: 1 n understanding | TCO0s operational

overstressed thatt he over whel ming majority of the Cent
activities over the period have been funde d bxra-bitedget ary resourceso o
contributions to the ITC Trust Fund (ITF). The Trust Fund consists of two categories of
funds known as A wi ndows 0. Wi ndow | c eenasrinsatrsk eadfo- gaenrde riia
earmarkedo contributions from donors while Wir
for specific projects or programmes as well as income earned through Revolving Funds.
The varying distribution among these sources over the period is explored in more detail
in section 3.2, including the contributions by individual donors to each of the windows.
The CCITF provides the forum for accountability for these voluntary contributions as well
as opportunities to mobilise pledging, propose overall programmes, and to report on their
progress and results.

20. Window 1 resources have been raised at the corporate level, largely managed,
programmed and allocated at the level of the Office of the Executive Director (OED) and
Senior Management Committee (SMC). Fundraising and reporting activities for Window
2 projects have been carried out at Division or Section level, with varying degrees of
oversight and coordination by the OED/SMC Window 1 contributions to the Trust Fund
have been covered by | TCOs overall accountab
increasingly operative results framework, and overseen collectively by the special forum
of CCITF. Beneficiaries, executing agencies and ITC staff have sometimes found it
more efficient to work with these systems, wi t
of accountability at a project level, which the Evaluation has found to add further layers
of work under Window 2. As seen in section 3.2, Window 1 donors over the period have
i ncluded 15 countries, 11 of whi ch have repe
Governance and Accountability survey and additional interview input revealed some
particular concern adloarnithmugsucdaimarked fanding, amd ur d e n
a special need for attention and improvement to the Window 1 guidelines and planning
and performance reporting for that Window.

21. The same proportion (23%) of the small group of JAG survey respondents i mainly
donors - rated the information to JAG/CCITF members either as poor or very poor on
Performance and Results for each of the Regular Budget, Window 1 and Window 2, as
well as on internal management policies, practices and costs.

22. For earmarked (Window 2 funded) projects, donor engagement in accountability has
mostly been intensive, usually encompassing design and log-frame preparation,
monitoring and financial reporting, and evaluation. Scrutiny levels are evidently high i
sometimes on the ground as well as through headquarters- and there are many
individual reporting demands, as evidenced through the differing demands for individual
log-frames, donor reports, etc. Some two-thirds of the Eval uati onds portf ol
projects and others in country missions were reported as funded, at least in part, through
Window 2 where the involvement of project donors could be assessed to different
degrees. In almost all of these cases the project donor was closely involved - in a few as
the prime mover - in generating the project idea and design, although not in a global
programme such as Non-Tariff Measures (NTMs). In most cases as well, individual
donorsdé programming and reporting requirement :
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23.

extra work and in a significant minority of cases serious problems of inflexibility for ITC,
executing agencies and/or beneficiaries.

Mo st i mportantly, however, t he assesdundedc:t of |
activities needs to go beyond the important but relatively narrow issues around additional
accountabilities and reporting requirements and the associated workload. The highest

stakes ar e rel ated to the di luti on ofent, t he Ce
results-oriented direction, with its governance bodies, when in fact substantial shares of

its funding come (often off-cycle) with different strategic emphases which distort the

needed longer-term orientation to results.

2.1.2 Institutional setting in Geneva (A2)

24,

25.

26.

27.

28.

| TC6s Geneva setti ng-cqnmecediinttemaional tocatiri ih blosea wel |
proximity to WTO and to UNCTAD as the UNOG6s p
development. Together with those agencies and their respective memberships and

associated activities, ITC has come to be part of the Geneva hub of thinking about trade

for development and the AfT agendas, with a surrounding constellation of think-tank,

association and non-governmental actors in the field. The geographical positioning has

provided scope for regular dialogue and joint engagement of the different institutions with

their Members, active cooperation and coordination in some cases, and an overall
conduciveness to the coherence of the fAGeneva
less controversial than its Washington namesake.

However, the Evaluation has f ound t hat , even with these rel
Geneva location, the Centre faces major hurdles in keeping in close-enough touch with

its beneficiary members. Like its donor and other non-beneficiary member governments,

many developing countries have a relatively strong concentration of their trade
representation in Geneva, primarily focused on WTO work. At the same time, many are

guite stretched and hard-pressed to take a strong continuing interest in ITC, particularly

when it is able to be active only in a minority of countries at a time, and has an
intermittent presence in others. The Team (a
challenge in contacting missions to inform and involve them in the Evaluation, in seeking

leads and inputs from key stakeholders in their countries, and in getting their own inputs

to the Evaluation surveys which had minimal response from beneficiary government
representatives, although all were invited and reminded. Realistically, ITC probably

cannot aspire to the level of beneficiary government engagement in the largest
development funding agencies. If it is not able either to deploy field representation in a

| arge number of countries, creating and maint a
interested contacts across countries i while keeping Geneva missions as informed and

involved as possible i seems even more essential.

The Geneva location as a UN hub also presents clear opportunities for practical
efficiency gains, which ITC has worked hard to leverage in recent years - such as
through use of the International Computing Centre and engaging with Geneva-based
partners to negotiate better airline tariffs, given the volume of its travel.

On the other hand, the 1 TCO0s Genevaeawbbotsc at i on
Distance from the UN and its New York operations adds costs and challenges in working

with them, especially for a small organisation which cannot afford major liaison

investments. Geneva is a high-cost location and physically quite far removed from most

of the developing countries that ITC must serve. At the same time, the possibilities for a
deecentralized mode of operation have al ways be
size and budgets, combined with its primary organisation around technical services

rather than geographical programmes.

The Evaluation has found no evidence that the one experiment in decentralization (since
2008) with a field-based regional office in Mexico has shown any significant benefits to
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the countries it was supposed to serve or to ITC as an institution, at the same time that it

does continue to create significant costs. It must be noted that, although this initiative

was presented at the time as acenfrgizatiom titd f or |
rationale, intended functions, goals and measures of success were very poorly defined in

the supporting documentation obtained by the Evaluation Team, and no useful results

were seen to have been documented.

29. While the Mexico office is the only recorded attempt at institutional de-centralization over
the period, there have been several kinds of examples of using field-based project
support units or personnel in substantial ITC programmes, and several have been
encountered i n t he Bdv eolintrya prag@mndes sampleso | khe t a
Evaluation has assessed these mechanisms as w
may overall affect the relevance, effectiveness, efficiency, sustainability and potential
impact of its work.

30, n five of t dix phydical aduntra missions,6aad virtually all of the project
reports where the issue was raised, the lacking (or limited) continuing presence of ITC
on the ground was identified as a limitation on its work. Interestingly, the problems were
seenprimari 'y in terms of the relevance, effectiven
work, rather than its efficiency.

3.l n terms of rel evance, the | ack of a continuin
continuing visibility to potential clients and partners on the ground as well as its ability to
follow national developments in its field closely and act on opportunities to contribute. In
this regard the Centre has clearly been at a disadvantage both in relation to competing
suppliers and in responding in a timely way to national needs and international A4T
funding managed on the ground. On the other hand, it is a remarkable finding that in

| TC6s actual wor k on the ground over the peri
only minoriti escoausnstersys ekdn olwll ®bdsge® negatively a
project objectives or its Aup to date wunder st

less than good. Some ITC geographic branch staff did signal concern on this. The

Evaluation found few other significant examples of weakness in this regard.

Beneficiaries and partners on the ground overwhelmingly knew whom to deal with at ITC

and how to contact t hem, and found the acces:
specialists met project needs. Somehow, t he n, | TCOs staff and co
continued to deliver in relevant and effective ways when called upon.

32.Nor has efficiency been highlighted as a ma
country presence. Once agai raliostudies anft mtarntiewa t i o n
and surveys found that the physical distance of Geneva-based ITC personnel was not
identified as a problem for the operation of projects, although once again some ITC staff
raised concerns. In terms of costs, the great majority of respondents were not aware of
the detailed breakdown of ITC project budgets (a significant finding in itself) but the
Evaluation Team is not convinced thatthe cost-e f f ect i veness or fvalue f
activities is reduced by the lack of field presence, measured against realistic alternatives.
Extensive comparative experience in other agencies testifies that deploying field staff is
expensive, and often raises new challenges of coordination and lines of authority. This
would especially be a problem in a specialized, technically-driven organisation like ITC,
which could not possible hope to deploy any staff, let alone technical experts, to all
beneficiary countries or even regions. Moreover, field presence does not change
everything, as the Evaluation has found in its missions to two countries with quite
different ITC programmes i Cambodia and Céte d 6 | v-avinere eelatively strong project
support units have been used in recent years. While these certainly bring some practical
benefits for beneficiaries and ITC itself, the main working lines of communication and
cooperation continue to be between institutional partners and beneficiaries in-country
and the technical services directly concerned in Geneva, and these links do not work
very differently than elsewhere. Furthermore, even with this greater field presence, the
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same problems are found around I TCbébs |l ow visib
aroundthefollow-up and sustainability of |1 TCés contrib

33. Specific conclusion: I T C @sent énability to ensure follow-up and thus the greater
sustainability of its contributions has been clearly identified in this Evaluation as one of
the most important challenges facing the organisation in fulfilling its mandate. Its causes
and consequences are treated in several areas of the report. Taking all the different
elements into account, it is sufficient to say here that the Evaluation does not find that

| TC6s centralization in Geneva and | ataky of f i e
apparently realistic de-c entr al i zati on option withmaolTCb6s r €
remedy.

2.1.31 T Cdaxe apd prospects in global Aid for Trade (A3)

34. Fifty years ago and for decades afterward, ITC was one of the first, small pioneers in the
broadfi el d or tr end T ading internationaf aidrto help immozsedthe trade
performance of less-developed and middle-income countries. The field has now grown
exponentially in attention and resources for well over a decade. It has been driven by a
strengthening consensus around the potential of trade, markets and private sector action
to generate growth and reduce poverty, to the point that the programmes of virtually all
aid providers and some $30 to $40 billion of aid dollars annually now claim to be
dedicated to these objectives. Against such a backdrop, the place of ITC - as a technical
assistance agency channelling some $80 million annually - at first glance seems
miniscule and a far cry from its leading position of past decades. But this surface picture
needs careful examination of both the very large pond of faid for tradeq and the
apparently small fish that is ITC.

35, The more formalized i n{(AE}Inmitti ioantail v eicA i do fffoirc i Tarl

the WTO in 2005 at the Hong Kong Ministerial Conference aimed to reinforce and
harmonize collective global support for trade development. The approach laid emphasis
on strengthening both the demand for aid for trade and on the supply i the donor
response at the country, regional and global levels, with a special focus on supporting
Aid for Trade development in least-developed countries and in some specific areas.
The overall AfT initiative also outlined six categories or areas of aid for trade activity:
trade policy and regulation; trade development; trade-related infrastructure; building
productive capacity; trade-related adjustment; and other trade-related needs.

36. Aid for Trade Global Review fora and publications organised every two years by the
WTO and the Organisation for Economic Cooperation and Development (OECD) have
served to monitor international action and aimed to maintain momentum and improve the
effectiveness of A4T efforts. A careful reading of these Reviews and other key studies
provides the basis for a proper perspective on the place and prospects of ITC within this
multi-bi I I'i on doll ar Aid for Tr ad e-thifofnothuGsficial y o . W
Development Assistance now being counted as aid for trade, and as much as $220
billion since 2005, more meaningful parameters are needed to put ITC in perspective.

37. In fact, even with the imprecise statistics available, when aid for trade is broken down by
the six broad categories set out in the Initiative both the volumes and niches of different
suppliers can be clarified to some degree. An overwhelming share of what is reported as

6aid for traded falls under thelaekdtiwélryasbr
(52%) and @ buviel dcianpga cpirtoydou c(t4i5 %) . I TC has no
capital ihar dwar e oreldated wimstructure ortrade-related adjustrdeat.

The Centrebs disbursements are categorised for
productive capaci tyo but obviously account for a r
Unfortunately, international definitions and reporting on Trade-Related Technical
Assistance (TRTA) as such are also fuzzy, but even within this much smaller, non-capital
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share ITC is quantitatively modest. At this level, however, some more qualitative
assessments begin to be more possible and meaningful.

Figure2: Aid for Trade | TC0% Strategic Objectives

g

Trade Agenda [TC's Strategic Objectives

A 4

Strengthen policymakers

ability to integrate busi

Trade Policy and Trade
Regulations Development

ngthen trade
support institutions

Building
Productive Make enterprises
Capacity maore competitive

38. Since Aid for Trade came to centre stage internationally, ITC has made a point of
stressing that its work is @10 hoogathedwithther Tr ade
Ce nt pienéesing history, does translate into a unique clarity of purpose and body of
experience among the many providers. The Evaluation has found wide recognition of
these traits of ITC through its project and country analyses and surveys. More than this,
the Evaluaton f i ndi ngs refl ect a widespread recognit
special understanding, knowledge and pragmatic, down-to-earth capacity to deal with
private sector actors, especially Small and Medium-sized Enterprises (SMEs), combined
with technical excellence in its services . The Evaluation has found
positiono builds on these strengths as well as

i Its distinctive function in retailing basic trade intelligence, with a capacity to
innovate.

Its tested work with trade support institutions, as key potential facilitators for SMEs.

i A range of specific capacity-building and trade-development products and services
for policy makers, trade support institutions and enterprises.

1 Growing experience in supporting trade integration at the regional and sub-regional
levels.

39. A succession of fresh and timely innovations that have attracted new global attention to
the possibilities for trade and development, most prominently the Ethical Fashion
Initiative, efforts to achieve economic empowerment of women in trade and link them to
international buyers, and path-breaking work directly with enterprises to identify specific
Non-Tariff Measures affecting trade. At the same time, in spite of such strengths, ITC
remains in relatively smal.l segments oft ot he mu
for TRTA. Just how many actors are now in the field is highlighted by the United Nations
Industrial Development Organisation (UNIDO)-pr oduced AiTr ade Capacit
Resource Gui deo a compil ati on -cefatedhtdéchnigal e r a l 8
assistance services now in its third edition.’* The 2013 edition of the Guide profiles 42

2 |TC 2010-2013 Operational Plan
13 Available: http://www.unido.org/tcbresourceguide2013.html
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40.

41.

42.

multilateral and inter-agency programmes and 36 bilateral ones against a dozen areas of
Programmes, Services and Activities.

Among major multilateral suppliers, WTO and UNCTAD naturally have specialized
programmes of technical support in their mandate areas, generally following a logical
division of labour among them and ITC. UNIDO has also become a substantial player,
building on the trade linkages with its industrial development mandate and expertise,
with some close parallels or even overlaps with ITC, but it has also partnered with ITC
and contributed financially to its activities. While only some 15% of UNIDO expenditure
on technical cooperation activities in 2012 was in the area of trade capacity building, the
Organisation has apparently been able to leverage its larger programmes in energy and
environment, and industrial activities, to deploy a network of 29 regional and country
offices around the world and thus also build its delivery and resource mobilization in
trade capacity building.

Within its comprehensive development mandate, the World Bank Group is ranked as the
largest single provider of AfT. With its first trade strategy in 2011 the Bank identified four
priority areas: i) Trade competiveness and diversification; ii) Trade facilitation, transport
logistics and trade finance; iii) Support for market access and international trade
cooperation; and iv) Managing shocks and promoting greater inclusion. Regional
Development Banks and a wide range of other multilateral organisations now also offer
AfT in line with their overall strategies and functional mandates, as does the European
Union (EU) and most major bilateral agencies, with Japan, the United States (US) and
Germany being the largest contributors.

For all these large-s cal e contri butor s, the | iondés share
broader fAhardwared categories of AfT, but <cl es
on trade-related technical assistance as well. However, these large contributors have

had made very limited use of the specialized services available from ITC. As section 3.2

shows, of these top-spending providers of global aid for trade, only Germany and the EU

have been leading contributorst o | TC6s voluntary funding Win:q
support has been provided for | TCébs overall pI
Norway, Finland, Ireland and Canada, and earmarked Window 2 support most

substantially by Canada, the EU, Switzerland, the United Kingdom (UK) and the

Netherlands. In scanning the very wide field of other TRTA providers from an ITC
perspective, a striking fact is that perhaps o
i the Centre for the Promotion of Imports from Developing Countries (CBI), financed

mainly by the Netherlands Ministry of Foreign Affairsi has been a similarly specialized

stand-alone technical cooperation organisation in the export promotion field'*. CBI
operates at r oughl yannahegpengiwre with ésrfocus on promdidgs

exports to European markets. It is also noteworthy that CBI and ITC have been close

collaborators in a large programme between 2009 and 2013, through a Trust Fund

provided by the Dutch Government. A 2013 evaluation of the Netherlands Trust Fund

(NTF)1'I, found that: Aln the context of the NTF

* Another possible comparator, although not so exclusively focused on trade, is the Brussels-based Centre for
the Development of Enterprise (CDE) created in 1977 as an a joint ACP institution to promote private sector
devel opment . Knowi ng that there may be | es s oseilde t o be
benchmarking purposes the Evaluation Team made numerous requests over more than two months to obtain a
copy of a substantial evaluation carried out in 2011 for the EU on the CDE, which had a number of comparable
services to the ITC. CDE ultimately denied the request, describing it as an internal document, and the EC
provided a copy two days before the submission of this Final Report. A rigorous comparative assessment is
obviously not possible, especially taking into account that there were apparently special difficult issues in CDE
that are only alluded to, that there has been a major set of changes since, and that the differences in the two
organizations are at least as important as their comparable features.. But a quick scan of the report indeed
suggests some interesting comparisons and contrasts in the ways in which these two institutions have worked to
grapple with some comparable challenges such as overhead cost, the relative focus on activities and results, and
de-centralization,. See Evaluation of the Centre for the Development of Enterprise, Final Report, Volume I: Main
Report, September 2011, Evaluation for the European Commission by ADE Consortium.
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43.

44,

still seen as compl ement ary partnerso and i i
partnership was well coordinated, and allowed fore f f ect i ve and ef fici ent

If this significant example demonstrates the potential for fruitful complementarity and
cooperation even between agencies with such similar missions, there should be much
greater potential for the far larger AfTspender s to cal l on | TCb6s spe
growing and successful experience in working with EIF and STDF T which are
deliberately designed to call on the best skills available rather than building in-house
capacity - also offer powerful examples. One of the main themes in the second Global
Aid for Trade Review in 2009 centred on the complementary nature of trade hardware
and software. While underlining that trade hardware, such as infrastructure (especially
roads and ports) across regions remains important, equally crucial is soft infrastructure,
also known as trade software. This encompasses training and capacity building for
institutions and firms on standards, rules of origin and customs, as well as trade
information and identification of market opportunities which helps them to make the most
of trade hardware.

Specific conclusion: From its findings on | TCd6s wundisput
number of these areas, and the profile of the Aid for Trade landscape traced above, the

Evaluation finds that ITC has the potential to make wider and deeper contributions to the

global Aid for Trade effort. Specific recommendation: In many cases, it would appear

to make sense for the major trade fAhardwarebo
multilateral TA supplier like ITC in its fields of special expertise rather than trying to

manage such skills directly or replicate them in-house. To do so, however, will not only

depend on ITC being able to clearly define and effectively market its services in line with

its strategic objectives, but also on the receptivity of the major providers to call on this

resource of the international community to a greater extent, as a fcontractor or sub-

contractoro and on | TCbs ability to réespdnmddwelmembe
countries and agencies are persuaded of this case, it will also depend on them to

promote and support these linkages pro-actively.

SAANA CONSULTING



Independent Evaluation of ITC i Final Report 16

ITC and the Trade Facilitation Agreement.

45. A major recent development with implications for ITC is that, after more than nine years
of negotiations, WTO members finally reached consensus on a Trade Facilitation
Agreement at the Bal.i Mi nisteri al Conference i
Packageo. According t o est i nkettmde fabliyation h e Pet
agreement could boost global GDP by $960 billion and create 21 million jobs.*

Box 4: ITC and the Trade Facilitation Agreement

Trade Facilitation, broadl vy, has been a cor
period, and the new Agreement and its wide base of support offers enormous potential for the
Centreods further contributions, particul ar|l

coming years to understand and use the new rules to expand their exports. ITC already had in
place a Trade Facilitation Programme Strategy 2012-2 015 ( TFPS) and a ¢
Facilitat i'®whichSaim to indrease $hé competitiveness of the private sector by
building export capacity, reducing trade transaction costs and deepening regional integration
through trade facilitation measures. Also directly relevant is the ITC Non-Tariff Measure
programme, now implemented in 33 countries, aimed at increasing transparency and helping
countries better understand obstacles to trade faced by the business community.™”

I TC was wel | prepared for t he c o radel Radlitatgom
Agreement (TFA): A Business Guide for Developing ¢
languages just a week after the agreement was signed, aimed at helping business
communities in developing countries understand, respond and benefit from the provisions.
Even more recently, ITC and UNCTAD signed a partnership MOU reaffirming their
collaboration on trade facilitation that will provide an opportunity to donors and other
development partners to demonstrate their commitment to the implementation of global trade
facilitation reform by working with UNCTAD and ITC. The agencies will collaborate with other
organisations and the private sector to advance implementation of the WTO Trade Facilitation
Agreement.*®

The new Agreement follows and builds on years of substantial developing country efforts and
donor support, but both are now expected to expand considerably, both to cover capital costs
and operating expenditures for trade facilitation in many countries. In the words of a U.S. trade
representative who hel pe d-innthigkastthera, tard the resouraks ¢
are there, the challenge is coordinating those resources and coordinat i ng t h'€Ondeo 1
again, if these demand conditions can be fulfilled, and ITC can mobilize its supply response
and effective marketing, there is potential for major expansion in its service provision to client
countries and regions.

“Huf bauer and Schott. iPayoff from the World Trade Agen
Economics.

'8 ITC: Moving goods across borders (http://www.intracen.org/itc/trade-support/moving-goods-across-borders/)

7 |TC: Non-tariff measures (http://www.intracen.org/itc/market-info-tools/non-tariff-measures/business-surveys/)

8 UNCTAD-ITC Partnership on Trade facilitation (March 4, 2014)

YDawn Shackleford, quoted in fiwalk the talk: Donor commitm
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22 HowhasITC6s organi sational capacity to ca
changed since 2006 (B)

2.2.1 Strategic leadership (B1)

46.The 2006 Evaluation of | TC centred its fAkey
management and institutional ref ormso and i a
processes. 0O I n support of these calls it pres
serious shortcomings, accompanied by extremely ambitious proposed solutions. In the
same period, weaknesses in | TC0s Strategic pla
audits and reviews by oversight bodies.

47.1 TC6s new management at t hiclsmdgtd heat ardlquckly sety t oo k
in motion a wide-r angi ng set of changes i n t he Centr
programming, seen as essential to support its external credibility, as well as
effectiveness and efficiency. Many changes were presented as being hinged on the 34
recommendations of the Evaluation, with a Transition Team prioritising among these.

First among the recommendations for | TC6s ope
management sptimadlyt ® gegsore that ITC staff would be continuously

informed and involved during the period of change, with a sense of participation in

developing and implementing a strategic re-orientation. What became known in the

Centre as the AChange Management Procegsgo0 Ccame
both the attempted changes themselves as well as the intended engagement of staff in

those changes. It was ultimately the object of considerable internal controversy and an

external audit. This history itself, and the fact that there are differing interpretations of it,

need to be borne in mind as the actual changes made and performance over the period

are assessed, but this report does not focus on the Process as such.

48. Reflecting prominent themes in at least-one third of the evaluation recommendations, the
programme of <change included anorgamsatibnal@ands on st
operational coherence ( f r organisatiand nag weh asiif r a g me
improvements in overall management systems and more results-based management.

With some support of special extra-budgetary contributions, key emphases were placed

on strengthening the Office of the Executive Director and of the internal strategic

planning function with an emphasis on Results-Based Management (RBM) through a

greater role and increased resourcing to I TCbs Strategic
Governance section.

49. The strategic planning i ni t-year StrategeicPlarie2001 t ed i r
(with a successor in 2010) a major step forward for the organisation in defining a clear
vision and intended goals over a multi-year period to help maximise organisational
effectiveness and efficiency. However, as well as the technical weaknesses noted earlier,
the corporate results it contained were not yet connected to the project pipeline of the
time. The Plan also contained little forward planning in terms of budgets, which were also
not connected to results.

FWith a major change in management I|pGresiotadeelopaicanfillnent due
designed change management strategy to build common values for the organisation among staff at all levels and
to strengthen for mal processes for key management functi on

Management has different definitions in fields ranging from information technology to strategic management. In

this context, the term refers to a process of ensuring that staff at all levels are informed and involved on a

continuing basis during a period of management or other significant change in an organisation, including

involvement and a sense of participation in the development and implementation of a strategicre-or i ent ati on. 0O
Joint Evaluation of the ITC, Synthesis Volume, p. xviii
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50. Recognising that strategic planning, operations and budgeting process were not
synchronized, the change process post-2009 sought to bring the corporate planning,
programming and budgeting process into alignment.

51. As a first issue, previously the targets in the UN Strategic Frameworks for the relevant
biennia (2010-2011, 2 012-2013) had also been disconnected from programme pipeline
T with the result that ITC would find itself having to declare significant over-achievement
or under-achievement of these results. This was addressed in 2012, with the corporate
results prepared for the 2014-2015 biennium geared for the first time to programme
managerso6 estimates of t heir results and budg
budget and intended results set out in the Strategic Framework for the current biennium
are grounded in actual and forward estimates of activity volumes of the period, rather
than being disconnected at source. Whilst this process was too late for the current
Strategic Plan 2012-2015, it is intended that the successor Strategic Plan will adopt the
same model.

52. At the same time, the change process included efforts to revise the role of the Senior
Management Committee, which had formerly focused on operational issues and project
approvals, regardless of their scale. A more strategic approach to strategizing and
planning was sought. According to staff and members of the SMC, for the great part this
remains a work in progress today, since almost the totality of projects still have to be
approved by the SMC, for example, regardless of scale, although the innovations of the
Project Quality Assurance Group (discontinued in late 2013) and the Project Appraisal
Committee reportedly made significant inroads into these decisions. It must be noted for
example, that as of 1 January 2014, projects up to the $300,000 level were eligible for
PAC approval. With a view to supporting greater organisational effectiveness in applying
an "Millennium Development Goals i1 MDGs -1 ens o t o | T Cedifats alsor k , ne
focused on the stronger targeting and assessment of socio.e conomi ¢ benefits i
projects.

53. In sum, the change initiatives reflected efforts, with more centralized leadership, initially
to place a coherent framework around disparate activities, followed by a stronger gearing
of activities to results. It sought to introduce a proactive and strategic model of strategic
planning from what was seen as the former reactive and crisis-management model.
Finally, the 2013 Case for Support was an attempt to complete the full integration of the
strategic planning process. As elaborated in section D4 below, the Case for Support set
out , through a series of intended programmes
strategic objectives, a mechanism for donors to contribute to initiatives whose intended
results, thematic content and programmatic actions are set out ex-ante. This was
intended to enables donors to steer their contributions to ITC activities aligned to their
own strategic aims, and provide ITC with a potentially predictable fundraising model. The
Case for Support reflected a key further step in the shift from a reactive to a proactive
model, bringing fundraising into the loop of planning, strategizing and programming. An
amplified approach, adopted in December 2013, retains the key systematic and
proactive elements.

54. JAG reports and interviews indicate that these aspects of the broad change programme
since 2006 have supported the building of organisational credibility and effectiveness,

with |1 TC demonstrably responding to calls by
clear vision and mission, and a greater results orientation with a stronger focus on
impact.

55. Key issues outstanding issues in relation to strategic planning include:

1 To what extent is the intended proactive approach realisable in practice? The
success or otherwise of the modified Case for Support will provide the litmus test
for the final 6closing of t he ilbatatpséall o f t he
depends on donors being willing to make longer-term and advance commitments.
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1  Whilst efforts have been made to embed a results orientation strategically, at the
operational level these have thus far been geared largely to formal compliance
requirements rather than the full understanding and use of a Results Based
Management approach i n carrying out | TCOs
analysed further below.

56.1 n terms of organi sational goal s, key objecti
have been:

i Stressing that ITC is a development agency with a focus on reducing poverty and
advancing the MDGs;

19T Responding to the intensiffoyciunsgd daennda ndl e nioonrs t
outcomes for development from its work; and

i Targeting ITC efforts particularly to Least Developed Countries and Sub-Saharan
Africa.

57.A cl earer over all mi ssi on, vi sion and Aunique

2007, partly as a Management response to the challenge in the previous Evaluation to

overcome the fragmented character of the organisation®. The current statement,
somewhat amended since 2007, i s il TC' s mi s s
development and contribute to achieving the Millennium Development Goals in

developing countries and countries with economies in transition through trade and
international business development. o This miss
mandate of supporting the development of export capacity at country level, with a view to

improving international and cross-border trade and ultimately supporting poverty
reducti on. I't provides an overarching framewor
projects can align.

58. More strategic planning has rightly been seen as a necessary companion to a stronger
results orientation, although it was also driven by a need for clearer forward budgeting. In
the Annual Reports for 2007 and 2008 some statements of progress relative to the UN
Strategic Framework were introducee0l2datden |1 TC
2010-2013 were its first attempts at coherent strategic planning documents over a multi-
year period, to be supported by Consolidated Programme Documents and Operational
Plans. The 2010-2013 Strategic Plan set out three strategic objectives:

i.  Strengthen the international competitiveness of enterprises through ITC training
and support;

ii. Increase the capacity of trade support institutions (TSI) to support businesses;

iii.  Strengthen the integration of the business sector into the global economy through
enhanced support to policymakers.

59. Although the 2010-2013 Strategic Plan provided some output-level indicators under the
three category headings of knowledge acquisition, competencies building and multiplier
impact, in fact these were a) not aligned with the overarching corporate strategic
objectives and b) in many cases, inputs rather than indicators of outputs or outcomes?.
The 2010-2013 Strategic Plan lacked a clear overall theory of change, namely: what
changes were intended (results); at what levels (output-outcome-impact); how ITC
intended to achieve them (pathways); and what assumptions were embedded in its logic.

60. The 2012i 2015 Strategic Plan revises and updates the 20107 2013 Plan. It sets out four
corporate objectives:

“ The ITC unique propos i t i on 6 Export | mpact for Goodd crystallizes the
| TC as fithe devel opment partner for export success. o0
22E.g. indicators 11 and 12: 6individuals provideandraining

advised respectively.
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61.

62.

63.

i.  Improving the availability and use of trade intelligence;

ii. Enhancing trade support institutions and policies for the benefit of exporting
enterprises;

iii.  Strengthening the export capacity of enterprises to respond to market
opportunities; and

iv.  Mainstreaming inclusiveness and sustainability into trade promotion and export
development policies.

Together with the important addition of objective iv, these stated objectives have a

stronger results orientation, and greater focus, than their predecessors. Also similarly to

its predecessor, and despite a strongefaont ext |
engagement, the 2012-2 015 Strategic Pl an still | acks a
framework around these objectives. It does clarify milestones, which are relevant and

appropriate to the strategic intentions, and the 2014-2015 Corporate Logframe provides

indicators of achievement against the corporate objectives, but the Strategic Plan

document does not contain the clear breakdown of intended results, pathways and
assumptions which might be expected. Since mo:
services can be seen to fit under these broad umbrella objectives, however, most in the

Centre do not appear to see a pressing need to tighten these linkages. Specific
recommendation: | TC6 s strategic pl anning and corpor a
convincing and reliable theories of change (results chain) against corporate objectives,

with clear breakdowns of intended results, pathways, assumptions and risks. The staff

concerned need to own and apply these linkages in their own work.

The corporate results system (see below) has, however, advanced this work since 2012,

with a clear breakdown of outputs and outcomes and associated indicators. Recent basic

project documents now show links to the broad corporate objectives they are designed to

serve i sometimes allocating shares where they are geared to more than one objective.

Responding as well to pressure to demonstrate contributions to development results, the

I TC has been struggling with its @d3dettingti on o
out to understand and define impact for ITC, as well as measuring it as far as feasible. In

dialogue with the Evaluation Team on the wider research and good practice in this area,

this exercise has been refined further to reduce the temptation to over-claim and it is

progressing in parallel with the Evaluation.

I n relation to expectations around results in
portfolios and country missions are at variance with some of the expectations fed by the

2006 evaluation, some stakeholder requests and some attention-get t i ng | TC fAsuc
storiesd. The terminology around managing for

used and understood differently in ITC and its governing bodies. The Evaluation has

found that in a substantial majority of the sample of projects examined and witnessed,

most of | TCb6s attributable contributions to re
UN Development Group properly defines as the levels of i Out put 0 ana@ndiOut col
ifGoal obat her than that of df those definttion®(see Box & ar ef ul
below) shows that such contributions, rather than lacking purposive force, can be

substantial and critical foundations for subsequent achievement of the intended
developmenti mpacts and this may be particularly th
building for trade. Specific recommendation: The Evaluation recommends that ITC

should change its terminology and measures around resultstof ocus on t he fouf
and especially iout comeso of its interventions, and t
defined in the UN system. These are more relevant, realistic and useful than the

OECD/DAC definitions, particularly around credible i i mp aof ¢agacdity development

for trade. Other agencies will come to this realization and ITC could lead in making a

sensible change. At t he current stage of devel opment o]
guite feasible and will pay off amply in a more credible and useful system.

SAANA CONSULTING



Independent Evaluation of ITC i Final Report 21

Box 5: UN Results Terminology?®

Outputs are changes in skills or abilities and capacities of individuals or institutions, or the
availability of new products and services that result from the completion of activities within a
development intervention within the control of the organisation. They are achieved with the
resources provided and within the time period specified.

Outcomes represent changes in the institutional and behavioural capacities for development
conditions that occur between the completion of outputs and the achievement of goals.

Goal: A specific end result desired or expected to occur as a consequence, at least in part, of
an intervention or activity. It is the higher order objective that will assure national capacity
building to which a development intervention is intended to contribute.

| mpact i mplies changes in peoplebs |ives.
behaviour, health or living conditions for children, adults, families or communities. Such
changes are positive or negative long-term effects on identifiable population groups produced
by a development intervention, directly or indirectly, intended or unintended. These effects can
be economic, socio-cultural, institutional, environmental, technological or of other types.

64. In terms of being able to claim some clear results ITC is well-placed among development
cooperation agencies, but also vulnerable to unrealistic expectations. The possible chain
of causation between some of its capacity-building activities and inputs and resulting
tangible development benefits can sometimes be unusually direct and short. Thus, in a
simple example, assisting and supporting an exporter to participate in a trade fair can
even lead a firm on the spot to sales contracts with rapid revenue growth and job
creation, even though these payoffs may not necessarily be sustained. Some kinds of
training or market research might lead almost as quickly to such breakthroughs. Most of
the time, h o we v éuilding tomti@abtisns, @spgcially wdrking with policy-
makers or trade support organisations, are necessarily less direct and longer-term, but
across the sample evaluated many of them are still essential in enabling future export
results.

65.With respect toad i lehE€ &g i © mesaswihdi 200€ evaluation feund,
that most of ITC has long operated in a product-driven and projectized culture, most of
its traditional interventions can still be readily linked to the higher level ambitions and
strategic direction that are now being more clearly articulated. This is not to say that it is
not important to the success and support of the entire organisation to have the means to
shape, measure and account for overall performance. Effective strategic information and
direction are even more vital for all when constraining choices have to be made.

66. Specific conclusion: The Evaluation finds that the increased Management attention to
broad strategic direction and results over the period since 2006 has led to progress and
ITC is well placed to go further, but a working system for results-based management is
not yet fully in place and embedded throughout the Organisation. For many staff
members, much of this policy superstructure is seen to remain at a theoretical level,
catering to the corporate bureaucracy and outside demands.

67. This is probably in part a normal resistance to change, and partly because the system is
seen to touch their own substantive work only by adding a heavy set of planning and
reporting demands, rather than practically helping them carry out their tasks, for example
by providing relevant and readily accessible information. Specific recommendation: As
in any other organisation moving to a results orientation, the balance now has to be

% UNDP, Results-Based Management Handbook, 2011, pp. 7-8
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found and shown where the system is demonstrably a useful set of tools for the whole
organisation and its stakeholders, and not an expensive add-on or an end in itself. The
burden of proof is on the designers of the system and on senior management in
mandating its use.

68.In terms of identifying and depl oyi ng | TCOs Afcomparative ad;
strategic planning process until after 2006, and the time taken to conduct and embed this,
meant that unt il 2009 there was a substanti al

Strategic Objectives and its operational activity. Operational practice remained loosely
organised around 17 separate business lines. Combined with weaknesses in knowledge
management systems (analysed further below), this meant that the strategic planning
process / leadership could not adequately define, capture or interpret ITC's comparative
advantage - far less deploy it strategically to maximise results.

69. The development process for the first four-year Strategic Plan for 2009-2012 triggered
some assessment of ITC's comparative advantage and of potential entry points for
generating results. This was based on, in part
and, by implication, its comparative advantage. In turn, a reorganisation of activities took
place, around five key competencies or business lines: export strategy, business and
trade policy, strengthening trade support institutions and the business environment, trade
intelligence, and export competitiveness. These areas were not yet fully geared to the
overarching Strategic Objectives.

70. The successor Strategic Plan, for 2012-15, does partly set out a clearer definition of

| TC6s comparative advantage in a section heade
explains the role of Aid For trade in supporting the development of market capacities and

access, and therefore soci al and econd@difiic dev:
agenda, including its r ol e @aganisatibne Howavdr,ythe i 1 00 %

definition of comparative a d v a radtidtigsee.g.iis gear e
partnerships with the Enhanced Integrated Framework, World Bank and partner UN

institutions, as well as its engagement with regional economic integration initiatives. It

does not substantively analyse gaps in the Aid for Trade arena, and where ITC could

usefully complement existing initiatives.

71. The 2012-2015 Strategic Plan also set out some clear business lines, e.g. under the
Strategic Objective of Improving Trade Intelligence, focus areas are listed as Trade
Intelligence as a Global Public Good, and A Better Understanding of Women and Trade.
These correspond to clear operational areas. These are also connected T though not
fully 7 to a preceding contextual analysis in the Strategic Plan (although the upward
linkages in results terms from business lines to objectives are not made clear). Thus
t hese new business l i nes do provide a furth
advantage. At the same time, systems have been put in place internally for more
frequent updates on organisational changes / improvements / strategic opportunities
identified. The main vehicles for this have been the SMC and the Management Action
Group. These internal updates have allowed for the identification, at management and
|l eader ship | evel s e advantage ih Celaton to enmemiag reeeds and
opportunities in the field. At the same ti me,
strengths with available voluntary funding resources, neither strategic analysis nor
internal coordination necessarily extends into deployment of comparative advantage, as
the patterns of operational work testify.

2.2.2 Organisational structure and deployment of capacities (B2)

72.In terms of organisational design, ITC has undergone considerable internal
reorganisation since the 2006 Evaluation. A new organisational structure was developed
in 2008, furthered by an ambitious organisational development programme in the
Operational Plan of 2010. Changes rolled out included further measures to strengthen
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OED beyond incorporating the strategic planning and results management function®,
and developing the role of the geographic sections, together with expectations for a
stronger and more strategic SMC. Operational responsibility was devolved down to
Divisional Director level, and some technical functions were merged to create new
sections e.g. the Enterprise Competitiveness section. A special Large Programmes
Group was formed to provide more clout for coordinating such programmes, and it was
also initially lodged in the OED for that reason (though later disbanded).

73. In terms of senior staff responsibilities, while the Deputy Executive Director (DED) had
previously acted as Chief Operating Officer, this role was assessed as too burdensome
to rest on one individual. Consequently, a new Divisional Director role was created,
which focused t he Ddidhatisn andeoversight. Dob descriptionsoat
the P5 level were also re-profiled to reflect the business lines, and positions for which
there was over 50% change in content were advertised for competition.

74. Assessing changes in the overall strength and distribution of the human resources in ITC
for the Evaluation between 2005 and 2013 has proved far more complex than might be
expected. | TC6s administration focurse eas ofivhithanfaft o t (hf
has a specific meaning under the UN Staff Regulations and Ruleso ) whereas th
Evaluation Team, conscious t h a't mu c h of t he Centreos wor k
categories of employee, including contractors, consultants and interns, was concerned to
try to compare the entire workforce, at least in the Geneva headquarters. The only ready,
if imperfect, source for estimating the latter numbers is the internal directory which is
updated regularly, and to which the 2006 Joint Evaluation also had to resort. Distribution
and changes in the overall distribution of fstaff6 and t ot achpacitieshdtweenr c e
2006 and 2012 are summarized in table 1 below. The strengthening of central direction
and re-organisation described in this section resulted in some significant staffing
changes for different parts of ITC since 2006 although many precise comparisons are
difficult because of the new units and responsibilities involved. According to these
esti mat es, the proportiforece atchéadgiastdrsahbsfridsenfrom t he t
62% to 75% over the period, and now ranges from 63% to 93% in different Divisions.

24 Specifically, the Communications, Monitoring and Evaluation and the Resource Mobilization and Partnership
Group were all strengthened and moved in to OED. The secretarial functions of SMC, JAG, CCITF,
WTO/UNCTAD oversight and UN Strategic Framework reporting were also all linked together in OED.
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Table 1: ITC fiStaffo (By strict UN definition) and Total HQ workforce %

Division

2005 2013 2005 2013

DBIS 129 49 242 57
(Dept. of (Dept. of

R Operations) o2 Operations) ol
DMD 74 106
DPS 51 69 64 74
OED 25 29 24 44
Total 205 276 330 368

75. OED includes the Office of the Executive/Deputy Executive Director, Communications
and Strategic Planning Performance and Governance (SPPG). The staffing complement
has grown significantly here since 2005, particularly in Communications, and SPPG as
well as in Human Resources in DPS. Some key functions operate with only skeleton
human resources e.g. fundraising and Member relations, which has only a single full-
time officer in place.®

76.I1TC also employs 55 staff (87 people in all) in its geographical (DCP) sections, which
liaise with technical officers in the relevant sections on project development, design and
implementation.?” However, staff in ITC i both in geographical and technical sections i
perceived a lack of clarity around their respective roles, and raised questions about the
value that some overstretched geographical sections can add, for example in contextual
knowledge and contacts, weighed against instances of duplication and overlap, e.g. on
missions.? It is also unclear from project lists why the management of some projects is
6housedd in geographical S e c pes o technical sattiosso me ot h
nor was any clear rationale available from interviews. Similar questions arise around the
use of single project-based models and more multi-disciplinary country based models of
work. In some countries, with multiple projects operating simultaneously, the lack of
coherence among projects has resulted in a non-joined up approach, for example in
country missions with staff and one national representative in Geneva complaining of
concurrent visits placing unnecessary demands on national stakeholders.

%% IMIS database 31 Dec 2013 and ITC Intranet - List: 20/11/2004 Staff Positions: distribution of all staff resident
in Geneva including permanent staff, contract staff, consultants and interns. The early 2014 count on the same
basis was derived from the Internal Directory.

% The ITC administration notes that two positions are authorized.

I'TCc staff have not ede ohly 10 Cdurtry NMamagens in DCP lanel twe Chaefs plus the EIF
coordinator (plus 1 regional office in Mexico) who perform all of the related functions. Most of other staff is
working on project implementation.

% This issue likely arises due to the breadth of coverage with which DCP officers are tasked. The numbers of
staff performing Country Manager functions in the different regions are two each for OEECA and OAP, and four
for Africa, with an average of 11 countries each. (. Although ITC may be unlikely to secure sufficient resources to
justify fully-fledged country programme capacity, clear decisions on coverage would help maximize efficiency.
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77. Specific conclusion: Overall the distribution of capacities within ITC has improved
since 2008 but is still not optimal. The balance of capacities in sections would merit
review, and there is scope for reviewing roles and responsibilities in relation to
engagement at country level, to further support organisational efficiency and
effectiveness, and to reduce burdens on stakeholders.

78. Organisational structures do not function independently of other key variables in strategic
management, and the Evaluation has found that a number of these changes may have
helped alleviate problems that were identified in 2006 and before, but not decisively. The
Evaluation has found evidence of several major, and inter-related, factors at work:

i. The critical issue of organisational fragmentation in ITC is reduced, but not
resolved. Its most important roots lie in the technical product-based character of
most of |1 TC6bs work, which tends to build wur
products and programmes, a tendency that is accentuated when most units are
forced to compete for limited extra-budgetary funds to support virtually all
activities and their staff beyond the skeleton maintenance levels. Against these
powerful centrifugal forces, even a reasonably successful corporate commitment
and campaign to promote a more unified mission faces an uphill battle, and can
quickly be set back by severe competitive pressures.

ii.  Under these pressures, confidence in the rigour and fairness of the organisat i on 6 s
allocative decisions is difficult to maintain under the best of circumstances. In
ITC over this period, it has had to contend with rapid and sweeping organisational
change in itself, with a concentration of power and resources in the direction and
support functions of OED and administration - seen by some in the operational
branches as coming at the expense of their own scope and means to act - and
with some open conflict and factionalism at various levels, even in the SMC.

iii.  Whilst the opportunity for project ideas to come from multiple sources is a
creative advantage, | TC6s challenges of mat
for multi-disciplinary projects) are even more daunting than in most development
organisations. The respective roles, authorities and accountabilities of technical
and geographical sections in project development / design/ management and
quality assurance often need to be worked out case-by-case® and in a significant
number of cases can lead to confusion, conflicts, delays and a loss of
effectiveness and efficiency.

iv. In the absence of a capacity to mount regional or country programmes, the
functions, capabilities and influence of the different geographical sections are not
clear, even allowing for a healthy measure of variation among the different
regions and programmes they serve. This is especially the case since in most
circumstances technical sections deliver and largely manage their own
interventions.

v. The limited extent of delegation of management authority and accountability to
substantive managers, especially in relation to project finance, is outdated and
cumbersome, either due to inadequate systems or to a culture of financial micro-
management.

vi. Perhaps in part due to scarce resources, the mainstreaming across the
organisation of cross-cutting priorities such as gender equity and environmental
sustainability has been fpiggy-backedo on specialized programme capacities in
"Women and Trade" and "Trade for Sustainable Development" rather than being
served by dedicated structures.

2 supported by internal research by DBIS
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vii.  The product-orientation of most work does allow for sharing of specialized
thematic or sectoral knowledge and engagement across countries and regions.
More could and should be done to maxi mi sce
knowledge and efforts, for example through more systematic knowledge
networks.*® But this would depend on staff having the time and encouragement
for this kind of internal capacity-building, which does not exist under the current
funding model which requires extra-budgetary ITC staff to continuously justify
their roles through sourcing funding for them.

viii.  The original and continuing logic of some structures, product components and
reporting lines is not clear. If product lines were to be substantially expanded or
discontinued, it is not apparent how the relevant structures would be reviewed
and redrawn.

79. While noting these continuing internal structural challenges it should also be
acknowl edged, on the basis of the Evaluation?o:
seem to come to the attention of beneficiaries and partners. This testifies to a good
standard of professionalism and task-orientation among ITC staff.

80. Overall, the Evaluation does not have sufficient evidence to assess whether the
distribution of capacities and workload within ITC has improved since 2008 but the
balance of capacities in sections would merit further management assessment, with
scope for reviewing roles and responsibilities in relation to engagement at country level,
to further support organisational efficiency and effectiveness, and to reduce burdens on
beneficiaries and partners.

81. There is of course no perfect structure - constant adjustment and adaptation are needed,
while wholesale reorganisation usually brings periods of major disruption before
stabilization. Specific recommendation: The list of issues identified - particularly linked
to unclear mandates and responsibilities and the unrelenting pressure of needing to
generate project work-months for programmes and extra-budgetary staff i merits serious
attention of the Centre 6s managers and Members. As part of
simple ways of assessing the relative productivity of different parts of the structure, the
resources they take up and their3tchoentCe mturt é d®s
sharply limited resources mean that this will remain a key issue for continuing scrutiny
and improvement.

2.2.3 Human resources (B3)

82.1 TC6s human resources management ammreguatorsses ope

and mostly apply other UN practices as well. The Centre has some delegation of
authorities and no formal application of geographical quotas (apparently offsetting the
fact that ITC staff generally do not have the normal right of applying as internal
candidates for appointment in the UN Secretariat) but rules such as those limiting the
duration of consultancy appointments still apply. Under its relationship with its parent
organisations in Geneva, WTO and UNCTAD representatives still sit on certain ITC
selection panels, since November 2011 as non-voting members. (Please see the ITC
administration comment in the footnote below for the extensive further detail and
nuances provided on these points.*)

% Research by DBIS in 2012 and interviews

31 For example, simple comparisons of the over al | Athroughputo of spending |
a grossly distorted picture.

) Tc Administrationds comment : fiParagraph [in the draft R e
| TC6s | egal framework. As a joint subsidiary organ of the
by the financial and staff regulatons of t he United Nations. However | TCés b
ITC a high degree of autonomy in respect to human resources functions. Human resources policies promulgated

by the UN Secretariat do not, by default, apply to the ITC by virtue of section 2.3 of ST/SGB/2009/4 which states:
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83.Fol l owing the identification of rigidit:
Evaluation, * subsequent audits and reports have focused on some specific problems
over the Evaluation period. For example there have been extensive vacancies i 38% in
2010* - a high rate of staff turnover and poor performance management. Over the
subsequent period ITC has seen a gradually improving approach to increasing
professionalism in HR management. Changes include:

1 The repositioning of the HR function to report to SMC since 2010 (initially monthly,
however, following the recent OIOS audit recommendation to cut down on over-
detailed reporting, now on a quarterly basis) providing a stronger basis for a
management grip on Human Resource issues.

i A staff selection and recruitment strategy now in place.

1 A competency-based approach to performance management has been formally in
place from 2008 (though the available evidence suggests that this has not been
rigorously followed in practice or linked to career development strategies).

es

n

AAdmini strative issuances shall not apply to the separate

unless otherwise stated therein, or unless the separate administered funds , organs or programmes have
expressly accepted their applicabilityf. The resul
HR policies. Having said that it is important to underline that ITC has no authority to derogate from the UN Staff
Rules and Staff Regulations, which must be applied in full. Notwithstanding its considerable delegation of
authority, since 2011 ITC has followed an explicit principle of aligning its HR policies, as far as possible, with
those of the UN Secretariat. ITC HR policiesareusual | y drafted with reference
on the same subject and are often substantively identical. Deviations are only introduced where there is a
specific operational need. Any amendments are subject to senior management review (and Joint Advisory
Committee review/input, where appropriate). Staff members are selected to positions and not posts and source
of funding during a staff memberds contract may cha
sources is within the authority of the Executive Director. This is not a deviation from, but rather follows, the UN
policy and procedures. The distinction from different sources of funding was abolished with the promulgation of
the new UN Staff Rules and Regulations effective 01 July 2009. The information about WTO and UNCTAD
representatives is incorrect and does not accurately describe the status and role of WTO/UNCTAD
representatives on | TC6s Review Bodies nor do e sitionally
and importantly, there is no promotion system at ITC. [Corrected] Promotion does not exist in accordance with
the UN Staff Rules and Regulations whereby all fixed-term recruitment including promotions must go through a
full competitive process including review from a Central Review Body. On 1 November 2011 (not 2012 as
indicated in the draft report), [Corrected] ITC issued its new ITC Staff Selection Policy (ITC/EDB/2011/02 and

t o

to

nge.

f

t

t h

he

A

refl ect

Central Review Bodies policy (ITC/EDB/2011/04). The mandate of ITC6 s sel ecti on commi ttees

closely aligned to the UN Staff Rules and regulations and the UN policy. The Central Review Bodies were
established to review and provide advice to the Executive Director on the recommendations for selection of staff
for appointments of one year or longer as follows: Central Review Board (P-5 and D-1 levels) Central Review
Committee (P1 to P4 levels) Central Review Panel (G-5 and G6 level) When either the Central Review Board or
Central Review Committee reviews and advises on recommendations for the selection of staff to posts financed
from the regular budget, UNCTAD/WTO representatives sit on the respective panel as non-voting members. ITC
is not bound by any formal geographical quota in respect of recruitment. In addition to the general comment
above, note that the ED, under the UN Staff Regulations and Rules has the right to transfer any staff member,
regardless of the source of their post funding, tad

right of transfer across the UN. Wi thin the UN Secretariat

sel ections. I TC, whose appointments are to service
competitive selections within the UN Secretariat. There are some exceptions to this generality defined by the
Secretariat. o

% The relevant section of the 2006 evaluation found good morale and commitment amongst Permanent
Professional staff, less among General Service staff. The Human Resource Section (HRS) was judged to be
well-staffed to perform an administrative role. Management Information about employees - and especially the
heavily-used and cost-effective corps of consultants - was found insufficient for a strategic approach to HRM and
there was little evidence of strategic thinking about HRM within the organisation. Line management capability
was | acking relative to technical expertise. There
seen within the organisation to be a significant barrier preventing various kinds of change in ITC. In fact, it is by
no means the kind of constraint that ITC managers seem to believe it to be. It may be that there would be
significant psychological value in the HRM policies of ITC reflecting the nature of the organisation and moving

wa

flany ot
only

was no

closer towards a World Trade Organisation (WTO) approach

Annual reports
3 Annual report 2010
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84.

85.

86.

87.

88.

i The introduction of a new online staff performance management process from 2013,
using UN norms and standards.

T A new fAPeople S£ODab6égy fkaturioddg five
recruit world-class talent to ITC on a global basis; Promote excellence in the field of
leadership and people management; Encourage and support staff in their
continuing professional development and performance improvement; Provide ITC
staff with a diverse and supportive working environment; Develop efficient,
transparent and responsive human resources processes to support ITC business
delivery.

The changes implemented so far have contributed to:
1 A reducing vacancy rate (to 25% in 2011 and reportedly 10% by December 2013).*°

1 Mixed performance on gender i with men and women being broadly equally
represented across all posts (but a far smaller share of women at higher
management levels 1 with only 13% of officers occupying a P5 level post being
female compared to 88% males.*®

i Similarly mixed performance in terms of the percentage of ITC staff members from
developing and Least Developed Countries (LDCs 1 with 37.7% from these country
categories as of March 2013.%

The development and finalisation of recruitment and selection policies has however been
difficult and contested over the 2008-12 period, with ITC management decisions referred
to the UN Management Evaluation Unit or UN Dispute Tribunal on 21 occasions. In the
event, all these contested decisions were resolved in favour of ITC.*®

Recruitment and selection have not been straightforward: the appointment of Regular
Budget posts can be a laborious and time-consuming process.*® Consequently, and
given the often-short time-frame for some of ITC's funding streams, there is an incentive
for managers to recruit consultants instead.

The management of unpredictable extra-budgetary posts and consultancies T on which
the huge majority of | T Qbéhaspeen g majomepmstraintofar
| TC6s strategic effectiveness, efficien

results. As of July 2013, of a total of 297 staff were employed in ITC. Of these, ITC
employed 167 staff on fixed term contracts, 77 staff on permanent contracts, 23 on
fitemporaryo c owvere unaeat from thendata Fdvided.*® This number does
not include consultants, of which 385 were hired in the first six months of 2013 alone™
and 708 in the whole of 2012.%?

Consequentl vy, the weight of the staffin
contracts, many of the former requiring the sourcing of work-months through funded
projects, often on short time horizons, given the vagaries of funding commitments and
actual disbursements This issue was of widespread concern to ITC managers in
interviews, cited as absorbing much energy and effort, with staff at all levels complaining

% Annual report 2011.and ITC comment. Data available (June 2013) indicated that 21 recruitment competitions
had taken place in the first six months of 2013, broadly in line with 49 for the whole of 2012. (Monthly HR report
for period ending 30 June 2013).

% |bid.
7 Ibid.

% Annex to the JIU report 2012/10 on: Staff-Management Relations in the United Nations Specialized Agencies
and the Common System: Specific Note on SMR at the International Trade Centre (ITC)

%9 Sometimes compounded by the extra scheduling required for WTO and UNCTAD to sit on recruitment boards
40 Internal HR data, valid to 31.7.2013

“*! Monthly HR report for the period ending 30 June 2013

“2 Annual report 2012
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of major inefficiencies and inequities in terms of security, advancement and career
development opportunities. There is also no doubt that the division contributes to high
turn-over and vacancy rates, with insecurity of tenure resulting in difficulty attracting or
retaining staff who can find greater security or opportunity elsewhere, either within or
outside the UN system.

89. The relative roles and terms of Regular Budget and Extra-budgetary staff are not
transparently | inked énts, withTaCldck of sldamarkldtionships r equi r
between the Regular Budget / Extrabudgetary Resources (RB/XB) nature of the post and
its strategic importance.”* The reactive funding model, once again, has been a major
contributory factor here.

90. Beyond the major issue of extra-budgetary staffing, human resourcing at ITC is
significantly influenced by the cumbersome UN systems and controls it feels compelled
to apply. To cite two conspicuous examples:

9 Due in part to limitations in the Integrated Management Information System (IMIS),
most large programmes have been required to recruit an individual project manager,
partly to manage project finance, at an estimated cost of $140,000 / per year. ITC
has 8-9 such projects, incurring a total cost to the organisation for this function in
excess of $1m / year.

9 For consultancy contracts, UN rules prohibit their extension beyond 24 months,
meaning that ITC cannot provide continuity of technical assistance specialists for
longer-term projects where continuous working each month is not foreseen, but
where the total overall duration of work months exceeds 24 months.*

91. Finally, the documentation of consultant management has frequently been cited as a
weakness i n | TCO s human resour ce systems, i n
example, the 2012 UN Board of Auditors report cited $23.0 million paid to consultants
during the biennium, but without any systematic basis for the identification of consultants
(such as a roster or database of potential candidates) and frequent failure to evaluate
performance. ITC has recognised the need for this to be addressed, with its 2013 Risk
Map setting out plans for a) a streamlined workflow and b) for increased quality controls
and performance assessment - especially since some of ITC's consultants are relatively
long-term, up to the 2-year limit. A new online management tool to track both recruitment
and performance was developed and piloted in 2013 and rolled out in early 2014.
Regardl ess of t hese f or mal concerngsamgeowever,
project and country missions has shown evidence of general satisfaction with the actual
selection processes (with substantial beneficiary involvement and use of national and
regional consultants) as well as the quality and performance of ITC consultants.*

Moreover, the assessment in the 2006 evaluation that ITC does not overpay its

consultants was supported by complaints from international and national consultants

interviewed that ITC rates were not competitive T 6 mi ser | y o6, was the asse
TSI manager.

3 In other words, the Evaluation saw no indication of any strategy or plan that specifies strategic differentiation
between the tasks and their expected duration to be linked to RB appointments (presumably expected to be
longer-term and in some sense "core" to the organization) and XB appointments (presumably expected to be
shorter-term and more project linked). If such a strategy in fact exists, and/or the presumptions set out are
invalid, it would be important for ITC to clarify in its management response to the Evaluation.

“The I TC administration commented on tb buggestl thaa TEC has tkep o r t AT
choice not to follow UN systems and controls. We do not. As a joint subsidiary organ of the UN (through
UNCTAD), ITC is fully bound by the financial and staff regulations of the United Nations and must apply the UN
systemsandcont r ol s. Pl ease remove. 0

*In one instance of poor performance encountered in a country programme, the problem had arisen because
UNDP as the delegated procurement agent in-country had insisted on adding candidates from its roster system
who proved inadequate.
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Box 6: ITC staff survey results on human resource capacity

I n terms of the perspectives of I TC staf
situation and Staffmanagement rel ations, the Eval uat.i
light, although the rate of response was relatively light. The results are found in Annex I. It
should be noted that all ITC staff were also invited to complete the same general survey as
other stakeholders.

92. In terms of staff - management relations in ITC over the 2006-2012 period - despite the
efforts made at communication and staff engagement - there is ample evidence that
significant staff tensions and resistance arose in the course of the Change Management
process.*® The evaluation has encountered diverse perspectives on what the real issues
of contention and where faults may have triggered this deterioration over the period of
stressful change, but it is incontestable that emotions have run high at times, and trust
between staff and management (and within management itself) has suffered at least until
recently. The Staff Council was particularly active in challenging management decisions
in the previous period. Notwithstanding these problems, which clearly hampered the
working climate and even some important decisions, the Evaluation found ample
evidence from the results achieved that the large majority of ITC staff continued to
perform their tasks throughout in a committed and professional manner.

93. The arrival of new Executive Director in late 2013 provided an opportunity to refresh
staff-management relations, and to build new levels of internal confidence in the strategic
planning and management of the Centre. Under new management, interviewees cited
the mood as o6écal mer and more optimisticbé and
Committee have reportedly responded in that spirit.

94. Specific conclusion: If the Centre can now count on a period of greater stability that will
provide a basis for sustained improvement in staffing and staff relations, but such
stability is directly dependent on resolving or greatly easing the overarching problem of
unpredictable programme funding. Relatedly, the Centre needs to assert the pressing
business needs for greater flexibility in applying unwieldy and inappropriate UN-inspired
systems. Improvements in these areas would allow the Centre to more away from what
is now the functional equivalent of a caste system in employment status, disconnected
from considerations of strategy, productivity or performance. Clear, fair and transparent
systems, and ongoing communication from the human resource management function
wi || be essenti al if 1 TC6bs management in order
working relations between staff and management.

2.2.4 Financial management systems (B4)

95. The 2006 evaluation, and a subsequent United Nations Office of Internal Oversight
Services (OIOS)fir i sk audito found | TrCnged offattentiannveith a | ma n
Ol OS rating | TC6s Accounting and Finafilci al Re

“6 Reflected in e.g. the meetings of the Joint Advisory Committee and in Staff Council minutes and records, as
well as in a specific Annex to the JIU report 2012/10 on: Staff-Management Relations in the United Nations
Specialized Agencies and the Common System - Specific Note on SMR at the International Trade

*" Such shorthand ratings are widely seized upon, but interpreting what they might actually mean in practical
terms requires both an examination of the criteria and of comparative performance across a relevant sample of
organizations, neither of which most readers will ever undertake.
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96.

97.

98.

99.

100.

Since 2006, changes have resulted in a more robust and proactive system. 2012 in
particular saw significant change (further detailed below), with the advance setting of a
clear budgetary framework for the year (though not fully connected to the programme
pipeline, resulting in variations in expected delivery). The 20127 2013 mid-term review of
the Regular Budget was presented to the WTO Committee on Budget, Finance and
Administration and endorsed. The 2012 Annual Report notes that in 2012, the level of
unliquidated obligations for prior years declined, reflecting tighter financial management.
Quarterly performance reviews were also introduced, to support monitoring against
income for both Windows 1 and 2.

In 2013, for the first time, financial forecasts for the year were aligned to project budgets,

ensuring not just a stronger emphasis on forward planning, but also a clear connection
from the activity pipeline through to the corporate financial framework. This has been
commended by the JAG (though it should be noted that the JAG itself does not
undertake detailed scrutny of | TCO0s budget) .

Specific conclusion: A key issue which ITC confronts in its financing arrangements is
predictability. Whilst Window 1 is relatively stable, Window 2 contributions vary
considerably, both in terms of volume and timing, and also in terms of t h éegrée of
earmarkingo 1 the restrictiveness of targeting and other conditions attached to the
funding. This variability limits the options for ITC in terms of resource deployment for
maximum effectiveness.

ITC has also pursued the implementation of the International Public Service Accounting
Standards (IPSAS), as well as Umoja, the enterprise resource planning (ERP) system
that is being introduced on an UN-wide basis as a replacement for the current Integrated
Management Information System (IMIS), which dates back to the early 1990s.
Deployment of Umoja is planned for UN offices in Geneva, including ITC, in July 2015.
The implementation date for the adoption of IPSAS, with a first set of IPSAS-compliant
financial statements, is 2014. Planning, preparing and implementing such financial
system changes is obviously a disruptive and costly undertaking for a small organisation
like ITC, and it will be important for ITC management and members to monitor and
document both the adjustment costs and the business improvements that are expected
to result.

Delegation of authority under UN rules: Whilst subject to UN rules and regulations, ITC
has achieved some level of financial delegation, with the Director of DPS assuming
responsibility under the agreements. ITC has sought to maximise flexibility where it has
scope for this, such as through an exemption to the procedures surrounding the Grants
Committee; where below $30,000 the Divisional Director can authorise grants; and
between $30,000 and $50,000 the Director of DPS can provide authorisation. For grants
over $50,000 the Director, DPS can authorise these, following a positive
recommendation by | TCés Grants Committee.
travel all apply UN procedures.

The evaluation has found substantial evidence of rules and regulations i some
actually prescribed by the UN, others reportedly self-imposed in a UN-style
administrative culture- constraining business practices that would be more appropriate
for ITC. Practical examples cited include:

1 The need for ITC to be able to present and defend its budget submissions in four
separate fora, two each in New York and Geneva.

1 The regulations surrounding the appointment of RB posts, which can be highly
cumbersome and protracted.

1 The detailed and inflexible accountability and permission requirements for items
such as budget adjustments and mission travel.

SAANA CONSULTING



Independent Evaluation of ITC i Final Report 32

101. The prohibition on appointing consultants beyond a 24-month period. Tension exists
t herefore bet ween | TCOs business and oper at.i
regulations and the style of administration by which it is governed. It has contributing to a
culture and practices of ri sk avoidance rat he
requirements. More suitable practices would be expected to permeate through to actual
project management, with managers empowered and accepting responsibility for
financial management decisions.

102. Given the globally-accept ed i mportance of aid for trad
priority on deeper collaboration with the private sector, ITC needs to be prepared to
document and assert its business needs and secure flexibility where needed.

2.251 T C échnotogy and information Infrastructure (B5)

103. Information infrastructure is key as part of organisational efficiency, particularly as
relates to projects and knowledge manag e me nt . | TC6s technologica
formerly been a weakness, with a 2009 self-identification of them as 'chaotic and
reactive'. Since 2009, however, ITC has developed its capabilities in this area. The 2009-
2012 Strategic Roadmap ("Information-2-Export") recognized that in the previous decade
ITC as a whole had not taken advantage of information technology advancements and
had followed a more scattered investment approach in technology initiatives. Following
the Strategic Roadmap, ITC has moved to upgrade its internal technical systems for
greater efficiency and for connecting workflows. Among a wide range of changes ITC
has seen: upgrades to the projects portal; a web content management system;
databases; client relationship management; and the intranet. Externally, this has allowed
for stronger presentation of ITC to donor and beneficiary communities.

104. A new 2014-2017 Strategic Plan also sets out priorities going forward, including a

programme-based model (ensuring a consistent workflow from project design through to
results reporting). Knowl edge Management i s al
staff turnover resulting in considerable lost information, and no current central repository.
The current gaps in the system, however, reflect continued gaps in internal
connectedness, with examples including: a highly limited (and seemingly little-used)
good practices site; and information on the main shared drive not being accessible to all
staff*®, since it is organised according to the internal systems of individual functions /
units. This has resulted in a filing system which is a) not widely available across the
organisation, b) unsystematic and c) with highly varied content.

105. As extensively documented in the methodology section and operational assessments
of this Evaluation report, the data-gathering for this exercise itself dealt with both the
resources and the many | imitations of ¢ihe Cent
attempted to document project cycles and performance as well as broader issues and
trends. The original Project Portal system, originally designed for tracking financial
transactions, has served very imperfectly as the base for the basic management
information systems required for the organisation as a whole and individual managers
and staff to track, pl an and report as needed.
cycle management process in a single workflow, which should support the streamlining
of this key function. It will need to be matched with associated platforms for sharing /
making accessible information, and agreed systems for document storage, in order to
fully support a comprehensive function of planning, monitoring, reporting and knowledge
management . Especially given the nature of I T
critically important, as this work proceeds, for all parts of the system to be
unambiguously useful and user-friendly to the ITC staff who will need to supply and

“The I TC administration has disagreed with this point, st:
information that is required across ITC throught he H: // everyone file share. o
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apply the constituent information. Staff, in return, will need to take the time and care to
feed and use the system to its potential for better results and accountability.
Improvements to date and the path ahead are clear, although firm deadlines cannot yet
be set for achieving the desired systems targets. Specific recommendation: The single
project cycle management system needs to be matched with associated platforms for
sharing / making accessible information, and agreed systems for document storage, in
order to fully support a comprehensive function of planning, monitoring, reporting and
knowledge management. ITC staff need to feed and use the system to its potential for
better results and accountability.

2.2.6 Project and programme management (B6)
Project identification and design

106. Successive reviews, including the 2006 Evaluation, have highlighted weaknesses in
| TCOs project identification and hale bdemg n pr oc
characterised as: the fragmentation of ITC products and services, a lack of clear project
intervention logics, the absence of a results-oriented approach, weak monitoring and
evaluation, and over-ambitious designs. The 2006 evaluation proposed that two
interconnected measures would strengthen project identification and design: more
systematic needs assessments and more country-specific projects. After examining Six
further years of experience, this Evaluation has not found convincing evidence that either
of those recommended paths as conceived in 2006 would achieve the desired results.

107. The innovation of the Consolidated Programme Document after 2006 sought to
reduce fragmentation and increase coherence. Projects were organised by ITC client
groups and by region. From 2007, ITC began to test a pilot country approach in five
countries, shaping a framework for a single, coordinated corporate solution.*® This
included Priority Areas for Action, a logframe and clear linkages between ongoing
projects and programmes. The strategic planning process drew links in the project
identification process directly to MDG goals reflected in corporate results frameworks,
encouraging the gearing of projects to these overarching objectives.

108. Also from 2007 the Project Cycle Management (PCM) approach was developed as
part of the Change Management Process Roadmap. This began slowly, but gained
momentum from 2009 onwards. The project design process was comprehensively
reviewed, and a more systematic approach to PCM adopted. The Project Quality
Assurance Group (PQAG) was set up, comprising managers from across technical and
geographical sections, as a check to improve design quality. From 2009, all designs had
to be passed through the PQAG before going to the SMC for approval. The learning
curve was evident here, with a rising proportion of projects meeting the required
standard. A longer project cycle was also emphasised for larger projects T up to 5-6
years.

109. From 2009, project templates were also developed for proposals, building in
standard reporting requirements. Training was also provided for project designers.” In
2012, a good practice toolkit for project implementation was updated, and a Project
Quiality Assurance Officer recruited to focus on the application of good practice in project
design. Also in 2012, ITC formed the Project Appraisal Committee (PAC) composed of
managers across ITC, charged with reviewing alignment with corporate objectives and
the ways in which PQAG recommendations were implemented in design. The PAC
involves detailed analysis of the design, commentary, and logframe design. Projects

“9 Change Management report 2009
%0 2010/2011 Audit Report
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budgeted at over $200,000 were required to pass through both PQAG and PAC before
arriving at the SMC.

110. A need to expedite approval processes was however noted by an OIOS audit of
programme management processes in 2013. The audit analysed nine projects, and
noted that it took around 122 days for the approval of project plans (i.e. from SMC
approval of project idea to SMC approval of project plan). The audit pointed out that
6Monitoring of time is key to endadtaigetsgandt hat pr
implemented using resources effectively and efficiently. 6

111. ITC acted swiftly in response, with a project tracking tool deployed to enable the
tracking of progress against implementation activities, and to require project designs to
clarify implementation and disbursement schedules, risks and mitigation steps.* In late
2013, it was decided streamline approvals by phasing out the PQAG, relying on the PAC
as the main vehicle for improving project quality.

112. Yet challenges remain. The 2012 Summary of ITC evaluations had found, in an
aggregate summary of findings for 2012 project evaluations: weak risk analyses in
project design; the lack of clear roles /vision, which impeded efficiency and strategic
orientation; slow start-up processes; weak needs analyses underlying design. More
currently, the 2012 Board of Auditors report still noted: the risk of inconsistent reviews
across different projects (with peer review being unstandardized); an insufficient level of
detail in project plans to sufficiently monitor project progress and the delivery of project
outcomes (recommending the use of GANTT charts with a completed time schedule: and
a lack of clear listing of responsibilities against single individuals). A 2012 presentation
to the Management Action Group cited three barriers to robust design: unclear /
inconsistent ITC positioning; haphazard intelligence on funding opportunities; and
unclear roles and responsibilities in staff-donor relationships, resulting in confusion over
the sourcing of funding.

113. Going forward, | TCH6B65 Sitad an teigfiice Pl @r i2drli2t i s i
and program management'’ as a strategici intent
2013), ITC intends to prioritize value (quality) improvements over volume expansion of
its portfolio delivery. ITC needs to complete its recent move towards large project
management through i mproving the quality of it
challenges are recognised, therefore, and the organisation is seeking to address them
through a comprehensive response.

114. In terms of the scale of projects identified and designed, there has been a gradual
shift in the scale of |1 TCb6bs projects since 200
mainly been comprised of a set of small-scale, disparate and discrete initiatives, many
applying global or generic products, as pointed out by the 2006 Evaluation.

115. A gearing-up in scale was widely perceived, by both | TC6s manageme:!
external stakeholders, as essential for a) delivering against the longer-term strategy of
ITC in line with global trends / donor requirements and b) delivering results for TRTA. A
significant gearing-up took place from 2008 onwards. The BOA report for 2008-2009
noted that larger programmes started to work in 11 countries and three regions.
Specifically, these were the Programme for Building African Capacity for Trade, the
Enhancing Arab Capacity for Trade and the Netherlands Trust Fund programmes. This

shift was reflected in the Operational Plan for 2009, whichr ei nf or ced | TCds <cor
to increasing the scale of its trade-related technical assistance delivery through larger
projects and programmes. This was |l inked to er

public goods and stated that projects were no longer developed and implemented in
isolation but conceived as flearning pilotso or, more commonly, as components of larger
programmes at global, regional or country level.

*1 Annual report 2012
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116. I n 2009, the share of | TC6s budget all ocat ed

be over $9 million of an expenditure target of $35 million. Specific initiatives included
Programme for building African Capacity for Trade (PACT IlI), CBI NTF IlI, Enhancing
Arab Capacity for Trade (EnACT), Southern African Development Community Supply
Chain Management (SADC SCM), Trade for Sustainable Development (T4SD), All ACP
Agricultural Commodities Programme (AAACP), Agency for the Promotion of Exports
(APEX) Brazil and Modular Learning System on Supply Chain Management (MLS-SCM).
Analysis of the Operational Plans for 2010 and 2011 shows that this trend continued, as
follows:

9 2010: large projects were expected to contribute around $16 million to the
expenditure target of $40.0 million (gross) or 40%.

1 2011: large projects expected to contribute around $22 million to the XB
expenditure target of $44.0 million (gross) or 50%.

1 For 2012, the proportion of the 2012 ITC portfolio made up of large programmes
slipped back to 41% and in that year several large-scale projects came to an end.
These included the All ACP Agricultural Commodities Programme, the Cariforum
Creative Industries project and the Supply Chain and Logistics Programme (SCLP).
PACT I, EnACT, MLSi SCM (in its current funding phase) and NTF Il were also
scheduled to conclude in 2013.

117. Anticipating these closures, at least at the strategic level, ITC cited the two following
main objectives in its Operational Plan for 2012:

i. Consolidation of achievements in the remaining project duration and delivery
focus on those outputs and activities that deliver impact.

ii. Preparation and marketing of succession programmes in close collaboration with
partner TSIs, beneficiary governments and donors.

118. Because of these closures, in 2013, only aro
made up of large programmes. This was the lowest proportion since 2009 and was read
as indicative of a transition phase between the closures of 2012 and the pause before
the pipeline of large programmes under development during 2012 and 2013 began
implementation. This included successor phases of some programmes, such as PACT
I; NTFE Ill; Women and Trade II; NTM Il; MLS-SCM II.

119. According to internal data obtained by the Evaluation team, out of 70 active projects
in late 2013: 8 were below $430,000, 9 were in the range of $300-$500,000; 12 were in
the range of $500,000-$1m; and 41 were $1m plus. This suggests a significant upwards
shift in scale.

120. Alongside the issue of programme scale sits that of duration. Whilst the average
duration of ITC projects in 2009 was 2.9 years, this had increased in 2010 to 3.3 years,
mainly due to the advent of several large programmes. In 2010, 46% of ITC delivery
was made up of projects with duration of 3 years or more; in 2013 this figure stood at
more than 50%.

121. The emphasis on moving to large programmes also placed demands on ITC in
relation to its project design, development and implementation capacity, with particular
concerns related to risk management. This was recognised by ITC management, and the
issue of capacity was partly addressed through the setting up in 2010 of a special unit in
the Office of the Executive Director to develop methodologies for managing large
programmes and projects, at least in their early stages . This groupbs r emi
develop methodologies for managing large programmes and projects and to give
visibility and importance to large projects, therefore enabling ITC management to grasp
important lessons on large project delivery. With competingichange managemen
demands on many fronts for key staff time, however, this group was eventually dispersed
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back into operational divisions with a hope of disseminating and mainstreaming good
project management practices.

122.

Training in results-oriented project design was also conducted in 2012. This was not

specific to large programmes, but was extended to all staff above P2 level. 40 staff
members were trained in 2012; and 40 who had been trained in 2011 had follow-up
training. A fgood practiceotoolkit for project implementation - again, not specific to large
programmes - was also updated in 2012. Training on gender was also conducted for
60% of project managers in 2012.

123.

Over the life cycle of the first generation of large projects (2008-2013), ITC initiated

and developed a range of internal procedures and practices needed to ensure effective
project management and delivery. These were identified in a 2013 OIOS audit as
follows:

T

Results-Based Management (RBM) methodologies and tools (part of the wider
emphasis on RBM, detailed below)

Training on project management for project managers and project teams;

An online client relationship management tool; automation and integration of a
corporate results reporting tool;

An online Integrated Reporting Architecture to external stakeholders;

A Country Needs Assessment methodology; quality assurance review procedures,
bodies and personnel;

Corporate strategic planning and monitoring practices; and enhanced financial
accountability through upgraded traceability of funds and financial management
controls.

ITC has made efforts to identify learning from large projects. The 2013 Case for
Support highlights some of these lessons:

Involvement of local stakeholders in programme design, co-implementation, and
financial commitment of counterparts for delivery;

Involvement of donors in project design, management oversight and quality
assurance;

A growth delivery model based on value for money relying on local consultants,
lower transaction costs, and economies of scale;

A continuous learning process supported by lessons learned from independent mid-
term evaluations;

Design of next phases of programmes in close collaboration with partner TSlIs,
beneficiary governments, and donors.
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124. Specific conclusion: In sum, ITC has had significant experience in up-scaling its
projects in the last five years, and has made a number of efforts both to build internal
capacity for design and delivery, and to learn lessons from experience. Barriers to
capacity remain, and the funding dip in 2012-2013 points to a largely unprepared
strategic approach to anticipate large project closure and plan and finance successor
operations. At the time of drafting this Report in March 2014, the ITC website lists eight
larger programmes and projects, but it is not entirely clear whether all are actually
operating or some anticipating renewal or extension®. This Evaluation also finds that
increasing the size of projects should not necessarily be an overriding objective in itself,
but needs to be properly meshed into a prior calculation of strategic priority needs and
ITC strengths and capacities. On the basis of the evidence over the period, a more
appropriate emphasis |ies in greater fdcluster:i
of effective product-lines and projects under large regional or thematic programmes of
strategic priority.

Project cycle management

125, Whil st major efforts have been devoted to in
design processes, project cycle management has been, and continues to be in 2013, a
significant weakness in | TCO0s internal Syst ems

reviews / audits /evaluations, both at corporate level and for individual projects, as
requiring improvement.

126. The specific indications of concerns have included the following:

i. An OIOS audit 2007 identified 'project and programme management' as
Moderate Risk, identifying in particular unclear project governance structure and
problematic co-ordination between sections.

i. A further OIOS audit of a project in Uganda in 2010 found that key controls
relating to programme and project cycle management needed improvement.

iii. The BOA report in 2012 cited a need for ITC to adopt a recognised project
management methodology. Specific weaknesses it identified, and made
recommendations against, were:

a. The need for project business cases, definition and planning documents
to be prepared as individual documents.

b. Al ack of procedures to scrutinise all s
project management documentation.

c. The need to establish a standard checklist against which PQAG reviews
projects.

d. A lack of clarity around how projects were to be monitored, managed and
governed and around partnersodé specific

127. These concerns wer e al so sghbbdsiisn 020 12 h eby
evaluations - 'A lack of a full-cycle, cohesive approach to project and programme
planning incorporates many of the stated weaknesses of ITC in the evaluation findings'.
Key concerns cited here were:

i Inconsistent management of delivery along the full project cycle, including follow
through and co-ordination with other agencies.

1 The lack of communications plans and planning.

52 Those listed are: Cariforum Creative Industries; EnACT; Ethical Fashion Initiative; NTF [I; NTMs; PACT II;
Trade and Environment; Women and Trade; and PACIR.
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1 Weak risk management.

128. Following concerns raised in its 2010 audit of the Uganda programme, in 2013, OIOS
undertook a specific audit on project and programme management. It noted some
improvements, resulting in a final rating for project management as partially satisfactory.
The main positive change observed relating to project management was the
establishment of mechanisms to ensure effective internal coordination on project
activities and to monitor the delegated authority for approval of grants below the value of
$30,000.

129. Key areas outstanding included:
1 The need to strengthen project status tracking.
The need to clarify responsibility for closure.

The need to clarify the respective roles of DCP and technical section officers in
project implementation.

1 The joining up of the IT systems for project management. The RBM platform has
been integrated from a wuser perspective in
Design Portalé and the Projects Portal are n

130. Project specific and organisation wide weaknesses in the project cycle were also
identified during a 2012 OIOS audit of NTF Il in the areas of. partner selection,
monitoring and evaluation of partners, follow-up of project implementation and
procedures for changing project content. Similar issues were raised in a 2013 evaluation
of the project.

131. Against this background, in 2013 SPPG initiated a review of the full project cycle with
the objective to develop a shared vision for continuously improving project management.
Key changes have included:

1 A Change Control sheet developed which required explanations for changes in
budget / intended results / etc.

1 A project tracking tool deployed to enable the tracking of progress against
implementation activities, checklists, schedules, risks and mitigation steps.

1 The wider RBM system to capture results.

132. Yet overall, interviewees agreed that the bulk of energy and effort to date has gone
into improving project designs, with further attention needed to both harmonise the
design and project cycle management processes, and to bring quality standards into
alignment.

133. I n t he Evaluationés own project anal yses a
corroborating evidence of the management weaknesses identified by others over the
period, as well as signs of a strengthening base in more recent years. It is important to
note, however, that the worrying consequences of these weaknesses, with two important
exceptions, have been less in the actual delivery of valuable products and services and
more in the areas of control and accountability. While the essential requirements in
those latter areas are critical to strategic management and credibility, trying to move from
the current situation to an over-elaborate system will guarantee its collapse. Specific
recommendation: An organisation like ITC will need to maintain a light, simple, useful
system of Project Cycle Management to minimize bureaucracy and maintain its
responsiveness and flexibility. For example, the detail of project tracking systems should
be calibrated to the scale and complexity of the project in question and focus most on the
critical tools and milestones, at design and launch, agreed progress milestones, and
closure and follow-up. Specific conclusion: Overall, the most important substantive
concerns revealed by the Evaluationbés analyse:
valuable contributions that may be made by ITC projects and how the ITC and its
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stakeholders can learn from them. Specific recommendation: Without exaggerating the
ambitions or potential of its projects (especially smaller ones) to shape development
results, the issues of how to promote their sustainability and how to follow-up and check
on it need to be built into project designs and budgets from the outset, and inculcated
and recognised as vital elements of the work of ITC staff. In project design, there should
be arrangements (responsibility, resources, time) to ensure follow-up and regular check
of the project-generated benefits, from the outset. It is clear that deepening these follow
up and |l earning functions wi || i ncur a
recognize that wi t hout t hem, much of | TC
are simply being largely wasted.

ddi i o
0s |

t
vV a

Risk identification and mitigation

134. At the corporate level ITC is covered by an all-embracing UN oversight system for
risk identification through BOA and OIOS and devotes a great deal of attention and
resources to responding and complying with its prescriptions. In bringing these
processes down to the project level, however, several audits and external reviews over
the evaluation period have noted weaknesses in the systems for risk management and
mitigation.

135. Risk management was identified in the 2007 OIOS audit as a significant shortcoming,
and the issue was again highlighted by an OIOS project-level risk audit in 2012 on NTF Il
Uganda. More comprehensively, the 2012 BOA Report of ITC found that risks were
clearly set out in business cases, but specific plans for mitigation were often absent.
O0Project initiation document s wer e uncl ear [
incorporated in the project strategy and work plan by the Project Manager. In the BOA
opinion there is no clear assignment of responsibility to put in place a mitigation action
when the risk is identified.*®

136. This need for robust risk management and mitigation systems is also recognised by
staff, with a 2013 survey of Project Managers identifying the need to develop a
structured risk management approach.

137. Although current project design documentation (and PAC and PQAG requirements)
to require the identification of risks, these are mostly reflected at tactical / operational
level. Major risks, such as those related to the political and/or governance environment,
or the political economy, are not commonly addressed. Evaluation reports also indicate
that active risk management systems are limited and performance in some projects has
suffered for this reason.

Adaptive capacity

138. Given the often fluid and challenging environments in which ITC projects and
programmes operat e, the capacity to adapt is |
Evaluationés own anal yses i n sampl e project s
evaluations draw attent i on to | TC project manager sao an
willingness and capacity appropriately to adapt to changing circumstances. But this
stands in contrast to more limited adaptability at corporate level due to regulatory
systems and practices, e.g., on the de factofi s ol e s o ur dJNBP proauementt t o
systems in the field. I n some cases, the req
have also |imited I TCbébs required flexibility.

139. Moreover, while project level adaptation has largely been appropriate, partly because
of the project management weaknesses analysed earlier, ITC at the corporate level has
not always been cognisant of changes occurring within projects. This has resulted in

%3 The Synthesis of Evaluations makes the same point
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limited up to date management knowledge of institutional performance at delivery level,
and consequently highly varied overall delivery against targets. Major examples are
found in expected financial expenditure against Proposed Programme Budgets (as
occurred in 2012, due to project closures) and also against results delivery (e.g., the
targets set in the Strategic Frameworks).

140. To change this, in 2013, efforts were made at systematising adaptation by
introducing a Request for Change tool, which project managers are required to complete
when significant changes in implementation, budget, etc. occur. The Request for Change
tool allows ITC management to have real time information on expenditure, delivery
against targets and other dimensions of management information and control.

141. While it provides a far stronger institutiona | 6gripd on and 4neentr ol C
delivery, the Request for Change sheet was cited to the Team as burdensome and
restrictive to use by Project Managers. It is possible that this system has further settled in
since and that the minimum thresholds requiring the Request for Change sheet to be
completed have become sufficiently known and accepted. It is also pointed out by ITC
that the change control process is only relevant for the overall project budget.
Adjustments to annual budgets undergo a much simpler process: SPPG presents
adjustments Ain bul.kdo to SMC for approval

Project monitoring and evaluation systems

142. At the start of the Evaluation period and in its early years, project monitoring and
evaluation systems were of concern to ITC and external stakeholders and in oversight
processes. Early on, in 2007 an OIOS audit reported inconsistencies in programme and
project level results indicators and weaknesses in project monitoring and evaluation. In
late 2007, JAG delegates requested greater emphasis on strengthening these elements
to support the transparent and accountable demonstration of results.

143. From 2010-2011, when efforts to build results systems across ITC began to build
momentum emphasis on monitoring and evaluation gained pace. The advent of the
RBM system from 2012 supported the monitoring function, with corporate indicators
being embedded into project designs and project managers required to report quarterly
on results.

144, In terms of results reporting, however, change has happened only gradually. The
summary of evaluations in 2012 found generally insufficient attention and discipline to
reporting on results. Key underlying issues included data challenges, limited
performance information; and weak implementation of monitoring and evaluation at field
level (including a lack of involvement of local partners).

145, This Evaluationdéds own analyses point to a s
perspective the limits of targeting and reporting results beyond the output level in all
development cooperation work. However, rather than simply documenting the limits on
the progress made and the remaining shortcomings, the Evaluation has attempted to
shed light on the possible explanations and on what should be realistic expectations for
satisfactory ITC monitoring and reporting. A first requirement should be for appropriate
specification of expected results: to be credible and command the necessary attention to
reporting and especially the involvement of local partners, those expected results need
to be plausible and measurable, and the time and effort involved in measuring their
achievement needs to be proportional to the stakes involved. In other words, a relatively
small project 1 from the perspective of the ITC staff and beneficiaries i should
reasonably be expected to have very simple results frameworks and monitoring of
outputs as a minimum. The Evaluation saw successful examples in this regard, but also
others which fell short. No matter how small a project, adequate monitoring and reporting
are unlikely unless time and resources are built in as well as reasonable expectations. In
order to go further and monitor outcomes and possible contributions to development
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resul ts i n mo sstalemtiervehtionS,pmmject ptansgbedgets and staff work-
plans would need to include provision for carefully maintaining contact with beneficiaries
and follow-up missions.

146. In terms of evaluation, Proposed Programme Budgets since 2006 all make reference
to evaluation, with a particular focus on self-evaluation. Corporately, and following the
findings of the 2006 Evalwuati on, | TC6s Eval uat
Change Management process, with a P4 role established, and the function brought
under the purview of SPPG (discussed below). By the latter part of the evaluation period,
considerable momentum has been built. For example, ITC points out that every large
programme in Sector Competitiveness has been subject to evaluation -either self or
independent- once in the past 2 years. This was not the case in 2006.

147. ITC has made efforts to embed a culture of evaluation into projects. The 2012-2013
Proposed Progr amme Budget for exampl e points
thematic self-evaluations include ITC programmes, work in specific countries or regions,
tools and methodol ogi es, policies andThetr at eg]
staff time devoted to self-evaluation is estimated to be 60 work-months, 48 of which are
charged to the regular budget. Some effort has been made to ring-fence project
budgetary allocations for evaluation. For example, the draft updated Evaluation Policy
2013, which has not been approved by SMC, specifies that 3-5% of project budgets are
allocated to evaluation and guidelines on project evaluation budgets are also stipulated
in the project design templates. Thi s Evaluationdés reviam of pr
interviews conducted did not yet reveal widespread evidence or prominence of these
self-evaluations..

148. At the same time, there is evidence of unclear lines of authority on project level
evaluations particularly when multiple stakeholders are involved - donors, project officers,
and | TCés Eval uat i o(EMWU.Mhe EWoationthas ralsoregcoubteredt
examples where project evaluations have been initiated either without the prior
knowledge of EMU and/or undertaken by donors or project officers with little or no

advance consultation. Especially in view of | TC6s own | i
outside evaluations - including those commissioned by sponsoring donors and especially
focusing on major, longer-term projects -f or m very i mportant strands

evaluative accountability and learning. But good coordination with EMU on the design,
coverage and use of these products will maximize their value for all concerned. Specific
recommendation: Better coordination between divisions and the corporate Evaluation
Unit is needed to maximize the value and efficiency of programme self-evaluations
(including mid-term review, completion report, and fimpact studiesqg etc.).

149. JAG reports continue to express concer ns about | TSOesits abi | it
effectiveness at country level, with Member representatives in the 2012 report
emphasising that 61 TC needs to continue its ef
measur ement 6. The 2012 Bverall thatuadsedsment @fmthee nt e d (

gualitative impact of ITC's projects on international trade was lacking, although it is not
clear what would be a reasonable expectation at this level.

150. In sum, in the areas of monitoring and evaluation this Evaluation finds that ITC can
and should do more to build on the so-far limited advances made in the 2006-2012
period. In both areas, a small but complex organisation such as this should aim for
fgood enougho systems that apply sousefdtopract i
| TCO s beneficiaries, staff and stakehol der s.
results are always going to be widely spread with different germination periods,
independent synthesis evaluations will be especially important. But a realistic evaluation
plan and tools are also needed to support the ITC-wide internalisation of a realistic
evaluation culture for learning and implementation and use of a draft evaluation strategy
which is sound. | TC6s funding andppywsuchk f |l ow d
good practice. Specific recommendation: ITC needs to maintain relevant corporate
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evaluation plans and tools to provide adequate coverage, implement a sound evaluation
strategy and support an evaluation orkflowt ur e f o
demands need to allow time to apply such good practice in evaluation.

151. Once such essenti al mi ni mum coverage 1S sec
monitoring and evaluation functions should be in a position to be open and assertive in
sharing their results and limitations with governance bodies and outside inspection
bodies. Specific recommendation: It will be important for ITC to apply the relevant
standards of t he UN Evaluation Group: to AET
organisat i onésang®veand management Functionso; a
independent and impartial evaluation process by ensuring that the evaluation function is
independent of other management functions. The Head of evaluation should report
directly to the Governing Body of the organisation or the Head of the organisation to
ensure independent and impartial evaluation independent of other management
functions.&

2.2.7 Process Management (B7)

152. At the corporate level, internal decision-making has rested mostly with SMC
(comprised of top management and Divisional Directors) and with section chiefs at
project level, plus programme managers in the case of large programmes, with key
policies and decisions being shared, for example though SMC minutes. The creation of
the Management Action Group (MAG) in 2009, a forum of all middle managers chaired
by the Deputy Executive Director, was intended as a key mechanism for feeding
decisions and information up and down. Participants have appreciated the MAG®®, noting
that this has largely been a forum for information-sharing (and sometimes collegial
brainstorming) rather than decision-making.

153. The Evaluation found that SMC minutes over the period indicated that meetings often
involved protracted debates and decision-making which could be relatively easily taken
at Divisional level - e.g. approvals on relatively small projects. Interviews with SMC
members confirmed a sense that some decisions could be further devolved, and there
are already indications of much more discipline and focused agendas and discussion
under the new management team.

Internal communications processes.

154, I n the specific context of t ([CHIP) ineridedntyy e Ma n a
engage staff in the major transitions after 2006, 100/138 responses in a 2011 OIOS
survey disagreed / strongly disagreed that 'The ITC staff feels involved in achieving the
objectives of the CMP through feedback and contributions.'

155. Taking account of this prior dissatisfaction of staff surrounding the Change
Management Process and a prioritisation of external communications (reaching out to
JAG and external audi ences) internal communi
attention in the recent period,

156. Whilst some efforts was previously made (e.g. the instigation of staff breakfast
meetings and Town Hall events since 2007) these were not considered successful. The
Town Hall and staff breakfast events were discontinued and the middle management
sessions delinked from SMC meetings, lacking a clear remit and without acting as a
decision-making forum.

4 http://www.unevaluation.org/papersandpubs/documentdetail.jsp?doc_id=22
*® interviews
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157. The 2011 OIOS survey on Change Management found that 97/136 responses
di sagreed / strongly di s agr egnsataraltsthucturentheat
resulted from the Change Management Process facilitates the flow of information
throughout the ITC.0

158. From a staff perspective, there has been considerable dissatisfaction at times over
the period with internal communications, but with signs of substantial improvement in the
more recent years. The externally-conducted Dalberg staff survey (conducted in 2011
and published inin2012) and t he Evaluationds repeat
2014 found that:

1 43% of 2012 respondents slightly disagreed / disagreed / strongly disagreed that 'l
am satisfied with the information | received about what is going on in my division.
By 2014 the comparable share was only 17%.

1 44% slightly disagreed / disagreed / strongly disagreed that 'l am satisfied with the
information | receive about what is going on in ITC' - both mostly general /
professional staff (not management, who expressed higher satisfaction levels). By
2014 the comparable share was only 12%.

staten

with t

159. With these concerns i n vSedion,in 2018 6all plac&llammu ni c ¢

significant emphasis on internal communications issues in its planning and activities

| TC6s I nternal Communications Strategy that we

launch of a monthly e-newsletter. Town hall meeting were introduced to improve two-way
communications. The Strategy contains a detailed analysis of staff feedback on internal
communications® and demonstrates an explicit shift from a reactive to a proactive model
of disseminating internally-relevant information.

160. Interviews in late 2013 also found cautious but renewed optimism among staff
regarding internal communications, with staff indicating a sense of greater openness,
and the absence of a culture of blame-laying, under new management.

2.2.8 Inter-organisational linkages (B8)
Role of partnerships, joint ventures and networks

161. The 2006 Evaluation identified the need to clarify partnerships, both with parent
organisations (WTO and UNCTAD) and to explore new partnership opportunities as part
of sustainability [/ maxi mi sing results.
relationship with WTO and UNCTAD, to maximise efficiency and effectiveness.

162. Consequently, a Resources and Partnerships Group was established in 2007 as part
of the Change Management process. The
strategic partnerships and enhance the capability of ITC to mobilise additional resources.
With the other pressures under the Change Management process however, effort on this
front was eventually scaled back.

%% |nternal communications strategy, 2013
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163. An Initiative on Strategic Partnerships i also part of the 2007 Change Management
process had a particular remit to:

T ' TCbs past and ongoing collaboration with U
and explore new partnership opportunities.
Reviewtherol e of | TC in fAOne UNO processes.
Propose ways of i n clityevatsin thg UN 3y€dns throughs i b i
participation in the One UN programme | TCob6s

UN agencies, funds and programmes, and explore new partnership opportunities.>

Box 7: Examples of ITC Partnerships 2006-2012

In response to a suggestion from the Centre, the Team has added in its final Report the
following list of ITC collaborations and partnerships over the period, apart from those with its
beneficiaries. While far from exhaustive, the following examples, gleaned from Annual
Reports and other | TC documentation, gi ve
links.

UN System / International Organisations

Since 2006, ITC has multiplied its working relationships with several agencies in the UN
system. Among others: joint programmes implemented with UNIDO and WIPO in Bangladesh,
Pakistan, Sri Lanka and West Africa in 2007; the collaboration between WIPO and ITC in the
context of the Caribbean Forum aiming at assessing the export potential of creative industries
products in Caribbean countries; with UNIDO and the WCU in the EU-funded PACIR
programme i n C?! £2@4),dh@ tollabaratioa with PNCTAD, UNIDO, ILO in 2010
for the improvement of income opportunities for disadvantaged groups in Viet Nam (also
including FAO), and in 2012 under the SECO-EIF Cluster in the area of export led poverty
reduction in Lao Peopl ebs De nRepubli@adf TanzanRe peanyb |
significant as an effort to enhance system-wide coherence and synergies among organisations
with different expertise, the EU-funded, multi-sectoral interregional programme targeting
agricultural commodities in the ACP countries (AAACP) was launched in 2007 and jointly
implemented with UNCTAD, FAO, UNIDO and the CFC. Under the UN Special Programme
for the Economies in Central Asia (SPECA), in 2010 ITC ensured the participation and
effective contribution of the private sector from five Central Asian countries at the first
Ministerial Conference for the AfT Roadmap, closely collaborating with UNECE, UNDP and
the ITFC among others. ITC also reinforced its collaboration with UN Regional Commissions,
particularly through a MOU signed with ECA (2006) and the African Union (2007).

Other partnerships with international organisations also include ISO and the World Bank,
primarily in the areas of access to trade and market data for developing countries through the
establishment of the World Integrated Trade Solution/Market Assess Map (WITS/MAcMap) in
2010.

Bilateral and Regional Organisations

Among bilateral development agencies and national organisations, ITC has gradually
intensified collaborations, in some cases going beyond the traditional donor-implementing
agency relationship. The partnership with CBI, already well consolidated, has grown stronger
since 2009, following the launching of the NTF Il and the collaboration in the development of
the new CBI 6s mar ket dingtoete lintegraioncokthe gTIC altadeMapm
data and the Answers and Solutions to Market Intelligence Questions (ASQ) product in the
platform in 2012. Additional areas of cooperation involve knowledge and experience sharing in
managing large programmes and setting up effective systems for impact measurement and,
under the T4SD programme, standard benchmarking, decision-making guides for exporters

n

57 2006 Change Management Report Review
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and standards-related capacity building. ITC has significantly partnered with DFID in large
programmes such as the Women and Trade and the NTM Programme. Further partnerships
include: GIZ, under the Biodiversity Trade programme in Peru (2011); SECO, under the
SECO-EIF Cluster; AusAid, through regional interventions in the Asia Pacific in 2009 and
2010, focusing among others on women entrepreneurs from Pacific Island Nations and in
collaboration with the World Bank and the IFC. Canada has been the supporter of important
programmes such as the Enhancement of Arab Trade Capacity (EnACT) in five Arab countries
and | dingGé® krgest regional programme PACT Il (launched in 2008), leading to the
establishment of partnerships with key Regional Economic Communities to improve intra- and
interregional trade. PACT Il is also significant, since it gave impetus to the development of the
COMESA Business Council, engaged in public-private dialogue with key private-sector TSIs in
the region and paving the way for further collaboration between ITC and regional economic
organisations in Africa (among which ECOWAS and ECCAS). In the context of important
partnerships with regional economic groupings / organisations, in 2008 ITC signed a MOU
with the recently created International Islamic Trade Finance Corporation (IITFC) to enhance
trade among Islamic countries and focusing on the areas of trade finance, export capacity
building, trade information and promotion among members of the Organisation for the Islamic
Conference. Further cooperation in the area of trade and finance involved the Islamic
Development Bank (in 2007) and the Association of Development Financing Institutions in
Asia and the Pacific (ADFIAP) with the International Institute for Trade and Development in
Bangkok in 2010.

164. In assessing what has been accomplished over the period in terms of partnerships it

is of course critical to bear in mind that by definition forging stronger partnerships depend
on a sufficient shared knowledge, openness, mutual interest and capacity of the different
parties concerned to engage. The types of partnerships actually forged will be shaped by
these same factors. In many cases of potential partnership, it must be recognized, the
benefits of partnering are simply pushed aside by realities of mutual ignorance and/or
vested institutional interests, especially in situations of pressing competition for scarce
resources.

165. However, the field of Trade-related Technical Assistance is in fact one where

important, perhaps unique, mechanisms for encouraging partnerships have been set up
in the form of the Enhanced Integrated Framework for Trade-related Technical
Assistance to Least Developed Countries (EIF) and the Standards and Trade
Development Facility (STDF), both multi-member schemes hosted by the WTO . These
initiatives, particularly the EIF, were hammered out and refined over time to seriously
promote partnership behaviour in their fields, with all the major agencies and donors
being members and separate small secretariats responsible for working independently
with partner countries to secure the best services for their needs. As these mechanisms
have grown up and gained momentum over the Evaluation period it is highly noteworthy
that ITC has been an active i and well-appreciated - partner in both cases, implementing
Tier 2 projects under the EIF in six countries so far, and the STDF in in five countries®®.
The Evaluation finds that these partnerships 1 together with its work under Window 1 -
provide perhaps the most objective test
in its field, when competing or inhibiting institutional agendas do not get in the way.

166. Partnerships with other international organisations i as illustrated in Box 7 - and

donor agencies have mainly, but not only, been built around specific projects, where ITC
has either been in a leading or supporting roles. Such partnerships include: UNDP,
World Intellectual Property Organisation (WIPO), UNIDO, United Nations Environment
Programme (UNEP), United Nations Economic Commission for Africa (UNECA), United
Nations Economic Commission for Europe (UNECE), UN Women and the World Bank,

%8 Documentary research and structured focus group interviews with the EIF and STDF secretariats.
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the wide range of donors supporting the CCITF and others (in some instances without
financial links) and a number of professional associations, academic institutions and
other groups. At the broadest level, it should be noted, ITC is engaged in work on the
post-2015 agenda, with the full range of these partners.

167. I n relation to UN agencies, funds and progr a
project and country samples has included a scattering of ITC projects including active
engagements with such sister institutions.

168. In most of these, ITC was either called upon under a United Nations Development
Assistance Framework (UNDAF) to provide specialized and small components of multi-
facetted projects, or worked in parallel with other UN agencies on related projects with
some measure of continuing communication and coordination. ITC is a member of
UN System Chief Executives Board for Coordination (UN-CEB) Inter-Agency cluster on
Trade and Productive Capacity, but t herk Centre
presence appears to |Iimit the Centrebds -visibil
agency projects are being conceived, designed and - in spite of the hopes for
har moni ous A On e - bdihgccarvece up into sharesrof activity. As a general
rule, it also appears that such UN projects are also at a modest enough scale that the
extra investment required of ITC to seek them out and compete for involvement would

not be economical in relation to other oppor
recognized and solicited.

169. | TCO0s speci al relationships with WTO and UNC
the dimensions of t heir original Aparental O

collegial links as the three key specialized international trade agencies all based in

Geneva. The 2008-2009 BOA report put a particular emphasis in 2009 on clarifying and
defining | TCb6s partner shi ps -Genetahof UNCEAD@ndb odi es.
the Director-Gener al of WTO met wi t h and Se@idr stafflatxtleec ut i v e
time, to agree on priorities for the short and medium term. (A similar exercise took place

with the World Bank, and agreement was reached on objectives.)

170. Over the period, key areas of collaboration among the three agencies have included:

i1 Consultation and cooperation on the broad Aid for Trade agenda, including top-
level exchanges, most recently around the implementation of the WTO Trade
Facilitation Agreement.

1 Regular WTO and UNCTAD senior and management level inputs into ITC work
through participation in key governance and programming, the ITC oversight
Committee and certain staffing and recruitment panels.

i1 Joint tasking for the monitoring progress towards MDG-8 (partnership for
development). Monitoring is designed to provide market access indicators data for
LDCs.

9 Cooperation in the work on NTMs: - Prior to 2010, UNCTAD, WTO and ITC jointly
designed the new international NTM classification in the framework of a Multi-
Agency Support Team (MAST) comprising in total 8 international organisations. In
addition, ITC and UNCTAD jointly implemented pilot surveys which served to test
and refine the classification; and - Since 2010, UNCTAD and ITC collaborate in the
coll ection of NTM dat a, which i s maaed avail
UNCTAD TRAINS database.

Co-production of annual World Tariff profiles.

1 A 2011 Memorandum of Understanding with UNCTAD, the World Bank and the
African Development Bank (AfDB) to provide access to market data through the
Market Access Map application and WB's Integrated Trade Solution .

1 Ajoint WTO/ITC programme on trade capacity for acceding LDCs.
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1 The UNCTAD Empretec programme and virtual institute (178 beneficiaries in 2011,
124 beneficiaries trained in 2012).

Contributions to the Global Trade Analysis Project (GTAP).
Joint work on the International Organisation for Standardisation.

171. Overall, WTO and UNCTAD naturally have specialized programmes of technical
support in their mandate areas, generally following a division of labour with those of ITC
according to their primary functions and clienteles ITC as broadly depicted in the familiar
diagramme in ITC Annual Reports (see figure 3 below). As noted as early as 2006 there
are inevitably some overlap areas, particul ar
exports leads to important policy directions. The Evaluation finds that the institutions
should have the ability to manage these frontiers productively. In a relatively few
instances ITC and UNCTAD - which are both forced to depend attracting resources for
technical assistance projects-c ome i nto competition for such ¢
finding is that some transparent competition is healthy, as with trade itself, offering
options of quality and price to beneficiaries and funders.

Figure 3: Working together: ITC, WTO and UNCTAD

Research Rules of
& policy trade

UNCTAD WTO

172. Other current strategic partnerships at different levels are detailed at other points in
this Report, such as:

i1 Donor relationships ranging from the strategic, through involvement at JAG level,
through to the project level within Window 2, and Window 1 at a broader
programmatic level.

T ' TC6s unique network of TSI partnerships, wlt
and helped lay the base for a later, somewhat protracted but ultimately well-
recognized collaborative exercise in benchmarking and performance improvement
for Trade Promotion Organisations (TPOSs).

i To date, national level dialogue and engagement has been mostly on a projectized
level,*® with Annual Reports and other public documents citing examples of
partnerships forged through projects e.g. the Horticulture Development Council in
Tanzania. This has, necessarily, meant some overlap and duplication in dialogue,
and a projectized, rather than a strategic, approach. ITC has recognised the issue
as a shortcoming, and is attempting to shift dialogue and strategizing at national
level upstream. The Needs Assessment and Project Design (NAPD) exercise in
pilot countries is the starting point fort hi s , and also an attempt
many analytical and diagnostic tools into a single framework.

*One of the most i mportant exceptions would be in Ctte dol
of PACIR, a multi-year integrated trade support programme of the EU, has allowed it to test a more integrated
approach, calling on most of its products and services.
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i Partnerships with Regional Economic Communities have also been moving up the
agenda. The 2011 Annual Report emphasises these partnerships e.g. through
large-scale initiatives such as PACT Il, whose mid-term evaluation found that

programme has 'built the capacity of the Regional Economic Communities ( RECO0 s )

to support trade development and Trad
at regional level, the 2012 Annual Report also emphasises the strengthening of
cross-sectoral partnerships supporting the leather sector and business councils in
the Common Market for Eastern and Southern Africa (COMESA) region. However,
there does not yet appears to be clear corporate strategic approach on
how/where/and why ITC should engage with RECs; what the entry points are; and
whether approaches need to be differentiated (and how) for different regions.

Client relationships

173. ITC has long had some appreciation of the need to systematize and maintain its
records of client contacts. In 2007, a client relationship management system was
initiated, but was subsequently paused due to time commitments on other priorities.®
From July-Dec 2009, needs assessment meetings took place with ITC staff and
preparatory work was undertaken in 2010.%

174. A pause then occurred until 2011, when a contract was signed and an initial 50,000
contacts from 40 internal databases were standardised, categorised and migrated to the
new Client Relationship Management (CRM) database. In 2012, phase 2 functionality
was undertaken, with a further 30,000 contacts uploaded and a first round of staff
training conducted on supporting and sing the system.®?Full rollout then took place in
2013, with a second round of staff training, and system programming to feed data into
the ITC benchmarking portal, RBM portal and Events calendar. The CRM system was
officially launched in July 2013.

175. The current CRM database records data across three fields; event management;
corporate reporting and data integration (this includes the recording of data reports for
corporate reporting, including RBM, IMDIS and contributions in-kind). Its cost to ITC was
$150,000 in 2013, the sum to which senior management has committed annually. For
2014, the emphasis is on developing a viable support infrastructure (such as CRM
section focal points, technical support and maintenance); and to successfully roll out a
new interface in February 2014.

176. The CRM database currently holds the addresses and contact details of nearly
80,000 ITC contacts, particularly at country level. Data can be analysed across a range
of fields to support initiating contact and engaging with beneficiaries at country level. The
system clearly has much potential if properly utilised and systematised, particularly to
support the streamlining of contact with beneficiaries. But currently, it is not mandatory
for staff to insert records on returning from country-level missions and staff members
have commented that some information is clearly outdated. Staff also expressed the
opinion that the system represents a relatively high demand for project managers who
already have considerable administrative burdens. Though these issues are currently
being addressed, it is a race to maintain the essential credibility and usefulness of the
system to keep it going.

177. The Evaluation itself had the need, and thus the opportunity to test the CRM system
at the beginning of 2014, as the logical resource to find a wide cross-s ect i on
past c¢clients and contacts to be invited
the Team also resorted to this source in the hope that it might fill in considerable

60 Change Management report 2009
1 CRM progress report 2013/Plan for 2014
%2 CRM progress report 2013/Plan for 2014
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178.

2.3

2.3.

remaining gaps in contact points for past beneficiaries after the search through project

files and country mission research. While the office in ITC responsible for the CRM, EMU

and others were very cooperative and made considerable effort to make the system work

for this purpose, the concerns noted above that had been expressed by staff were fully

borne out, and it was found to not yet be a useful resource for these purposes.

Information from before 2012 is uneven, poorly categorized and thinly scattered, and it is

clear from past experience that major effort will be required to equip and motivate staff to

i nvest the necessary effort to create a dAvirt
guality information, that will provide the incentive to use it and keep it fed and up-to-date

as needed.

network of producers, suppliers and entrepreneurs can be used to gather more and
better information about the constraints faced by SMEs and the priority action needed for

At the 2012 JAG, Pascal Lamy stated that 61 T

their better insert.i®%lhisadne ofdhe tehtel firdings pfitis c hai né

Evaluation that -gi ven the distinctive characteristics
special relative strengths in contacts with TSIs and exporters i a more effective working

base for accessing such contacts iSpecifica n e of
recommendation: Building and maintaining the Centr eds Client Rel
Management system (CRM) is not an administrative burden, but a critical business need

for the future of the Centre and almost all of its individual activities. This is not just, or

even primarily, an issue for the attention of ITC management but at least as much for

individual project managers who must actually take the time and effort to make the

necessary inputs and then use the CRM resource to provide more systematic follow-up

and greater sustainability for | TCb6s contribut

members and supporters, who will need to allow for the additional time and effort for this
painstaking but vital work of benefit to all.

How strong is | TCb6s organisational mo t
mandate and how has it changed since 2006? (C)

1 Vision and mission (C1)

Vision and clarity of purpose

179.

180.

ITC lacked a clearly articulated vision and mission until after 2006 Evaluation, which
had found that ITC comprisedthe 6 s um o f . Muctsof 20Gv wasghérefore devoted

by | TCOs seni or manageeentr gamwi schd v e@lnkbgsi ngi stil

development partner for export success. An associated brand line -6 Ex por t | mpact
G 0 0 dwas also created.

| TCO s current statement of i ts mi ssi on, v al
succinct and linked to its mandate, as follows:*

832012 JAG report p.6
% Change Management report 2009
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Table2: |1 TC6s mission, values and strategic approa

ITC enables small business export success in developing and
transition countries by providing, with partners, sustainable and
inclusive trade development solutions to the private sector,
trade support institutions and policymakers

Mission

Values Vision, integrity, excellence, pragmatism, responsiveness

Strategic approach One to one to many.

181. The Strategic Plan for 2009-2012 reflected the importance of communicating the
Vision externally: ‘Improved communications will play an increasingly important role in
the delivery of projects and in raising awareness of the experience of ITC and its
counterparts. A new Unit[ o6s] émain job wildl be to supj
essence OExport I mpact for Goodé, to I|ife. o

182. Communications has consequently been a major thrust of effort for ITC in recent
year s, with its vision tampdctfériGoa ratdthe eentseemM ce d of
Marketing and Communications report was produced (from a Strengths Weaknesses
Opportunities Threats - SWOT - analysis done by consultants) as part of the transition
process after 2006. The Communications Unit was restructured, with e.g. the Web and
production functions being housed within Communications, alongside an Editor post with
a new role. Funding from the regular budget and some supporting extra-budgetary funds
were made available.

183. The 2007 Communications strategy focused on organising advocacy, strategic
development and communications functions into a single team; and building a strong
Communications platform to include the website, events, publications, speaking
engagements and public relations. Results have included the following:®°

1 A Web strategy was also developed in 2009, with the associated 3-year programme
of web development started in 2009.

1 The quality of Annual Reports was improved in communications terms, with those
from 2007-2013 demonstrably focusing on 6good s
against targets.

i A particularly strong focus was placed on high-profile events as communications
platforms, a priority of the previous Executive Director.

i1 Six new websites were launched, as well as a mobile-optimised version of main ITC
website (to which page views increased by 45% during 2012).

9 Twitter, Facebook and LinkedIn are now also used.

Seven books and 21 technical papers were published in 2013, and more than 300
news articles and press releases produced (3 times the volume of 2011).

3-4 'web highlights' are issued per week.

Taking full advantage of the communications potential of innovations that have
attracted new global attention to the possibilities for trade and development, most
prominently the Ethical Fashion Initiative, related efforts to raise awareness and

% |nformation supplied by Communications section, November 2013
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promote more opportunities for women in trade, and path-breaking work directly
with enterprises to identify specific Non-Tariff Measures affecting trade.

184. The Communications and Events section is well staffed, with 15 staff in post at the
end of 2013, albeit supported by vulnerable resources i XB funds, temporary staff and
consultants. In addition, a Chief of CE was only appointed in 2014 (after the section was
created as part of the change management process). All the communication
documentation produced and observed by the team is of a high professional quality, and
reflects I TC6s vision and mission clearly. An
vision and mission etc. T whi ¢ hmoir® & han s s beinf effpciively and
professionally promoted therefore - at corporate level, at least. The new Case for
Support is also a stronger vehiclef or communi cating | TCdosorsvi si on
and potential donors.

185, Yet the results of better conveying of | TCds
the fact that no clear 'suite' of ITC offerings of products/services is externally or internally
available and | TCOo6 gressedpoekeep up svithahe projexts for whiehr d
they have support with little capacity to entertain more prospects where more project
funding would have to be secured. Beneficiaries or partners cannot currently look up

| TC6s | ist of services on its website, or acce
convey to partners what is currently on offer across the organisation or how it would be
supported. Ini t s sampl e of project and programmes, t

several instances of inquiries or even specific requests for ITC engagement where there
had been no responses. The risk, therefore, is that the effective communications of the
Vision and Mission is undermined by a lack of readily-available substantive information
or capacity to follow-up, and that ITC becomes perceived primarily as an effective

communicator, but more limited in terms of delivery. Specific recommendation. | TCOs
effective communication of its vision and mission now need to be supported with readily-
available and credible information on | TC&s re

notjustincherry-pi cked O6success storiesbd

186. As to | TCds own st afey®foundthat 7820 df Btaffssligatly f s ur v
agreed/ agreed/ strdnlfgCl'ys eodgrjececd i Y¥hat awitreallcl ear |
agreeing on the clarity of ITC's vision and mission, but expressing concerns about a) its
tangible relationship to their work at project level and b) a lack of confidence in and
recognition of the 'values' of ITC, which many did not feel have been commonly reflected
in management behaviour towards staff. In 2014 the comparable shares were 85%
agreeing/strongly agreeing.®’

2.3.2 Culture and incentives (C2)

187. Key <characteristics, i ncentives and aspects
by stakeholders in Evaluation research and interviews include the following:

188. A cul ture of pragmati sm \wlerleamingdod lorigttegmd i s v
capaci ty devel opment. Beneficiaries were gener g

infusions of project support, but very often felt that they were left unsupported in the
longer-term. Some interlocutors questioned the extent to which ITC actually values,
incentivises and leverages intellectual capital - particularly in relation to the changing
gl obal environment of Aid for Trade. A positiywv
- a working group on SME competitiveness comprising eight section chiefs - but in the

% Dalberg, 2012

See also the AEffectivenessd section below on RBM regard
systems towards realisationof | TC&s vi si on
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main staff and external interlocutors felt that attracting and disbursing money are valued
much more highly than building and deploying intellectual capital for the longer term.

189. A projectized culture i where serious efforts have been made to transcend the
‘artisanal' through institutional reform, but where operational practice lags behind the
higher level corporate reforms implemented. Whilst the shift towards larger programmes
reflects, in the views of many, a positive trajectory, the project as t he mai
analysis®é remained central

190. A culture where financial aspects are prioritised T many staff felt that the main
incentives at project level centre largely around finance, and patrticularly the attraction
and disbursement of resources. Many staff voiced concerns that staff and sections are
ultimately judged on donor delivery i constraining managers in their willingness and
ability to recognise and take risks.

191. A compliance-based and risk-averse culture i many staff felt that, largely due to
its UN identity and to a previous management culture, the institution had not, in recent
years, provided a safe and supportive environment in which to take and manage risks,
as the nature of | TC6s work would f avised
as one of enforcing the rules, rather than supporting sensible risk-taking and providing
safeguards for this.

192. A culture of external communicationi communicating a powerful message has
become part of | TCb6s modus 0 p eeenvirchiment within
TRTA. This needs however to be matched with clear, identifiable service offers to
beneficiaries, which is accessible, and with the delivery of clear demonstrable
substantive results.

193. A closed culture i some external interlocutors feltt h at | beyond it
ITC is in reality very closed compared to UNCTAD and WTO. Examples were cited of a
lack of clear individual contact points for missions; the lack of a clear and easily
accessible list of products and services; and a lack of openness over missions to
countries, which sometimes take place without the knowledge of the relevant Geneva-
based representatives, meaning that dialogue with in-country stakeholders cannot be
joined up.
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2.4 How strong is ITC's organisational performance in carrying out its
mandate and how has it changed since 2006? (D)

194. Clearly, many of the subjects touched upon in this section of the Matrix are also
treated extensively around other topics under organisation and management and
particularly in the chapters providing the evidence gathered in the analysis of sample
project portfolios and country missions. Nonetheless a synthesis on many of these
guestions at the corporate level is helpful.

2.4.1 Effectiveness (D1)
Quality and role of corporate results framework

195 1 TCb6bs results architecture and systems
following the findings of the 2006 Evaluation, which called for ITC to move from a
fragmented delivery system to a more coherent model which sought to be 'more than the
sum of the parts'. Yet change did not significantly gather momentum at corporate level
until 2011 onwards.

196. As for all UN programmes, ITC is required to prepare its Strategic Frameworks for
the UN biennium two years in advance. Its Strategic Frameworks are then reviewed by

hav

t he UNO s CPC and t hen t he Fi fth Commi ttee

framework, ITC develops its own results frameworks, reflected most notably in its
Strategic Plans, on which the JAG is consulted. For example, the 2011-2013 Corporate
Indicators were developed in 2009, and are divided into three groups reflecting the main

out puts of | TC6s projects and pr elfrraumdrok s

corporate indicators were proposed to the JAG in the summer of 2012; went to the CPC
in the autumn of 2012; and the new indicators for the 2016-17 biennium were submitted
at the beginning of 2014.

197. The UN biennium system has presented difficulties for ITC, given the time-lag
between the development of indicators and targets, and the inevitable subsequent

at

e

of

variations in realised fundi ng-notice, n€aisgthfatu ndi n g

its delivery has in the past been dout
Framework. This has resulted in significant variations in performance against targets. For
example, from the 2011 Annual report:

Table 3: Indicators of achievement, 2011

Target

Indicator of achievement Achievement

2010-2011

Increased number of TSIs having improved their
ranking on the ITC TSI benchmarking scheme through 18 137
support provided by ITC.

Increased number of enterprises enabled to become
export-ready through ITC training activities focusing on 990 1700
export-readiness, delivered directly or indirectly.

Increased number of country networks having

generated multilateral trading system-related activities

through the support of ITC to enable decision makers to 294 113
understand business needs and create an environment

conducive to business.
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198. Compounded with issues of definition and validation, this has led to some concerns
about the rigour of the results collated.®®

199. Following the 2006 Evaluations, and successive calls from the JAG for a stronger
results orientation, ITC began from 2009 to modify its corporate objectives and indicators
as part of a shift towards a stronger results orientation. 2009/2010 objectives and
indicators are reflective of a trajectory towards outputs-level reporting, as opposed to
inputs, though the 2010-13 Strategic Plan emphasisedd6 out put ori ent e
as an organisational goal rather than a results orientation.

200. Pressure from the JAG has continued, however, with minutes of meetings in 2008
onwards requesting still more intensified results orientation. ITC responded proactively,
with a 2011 exercise to align project-level outputs with the corporate logframe of the
Strategic Plan. This resulted in the alignment of outputs, outcomes and indicators, with
all these elements contributing upwards to a corporate logframe.®® The 2011 Operational
Plan reflected this shif t , Dedpeaning the 6RBM culture and deepening new
perfor mance moasone a threerogeratonabpriities.

201. In continuation, the successor Strategic Plan 2012-15 includes 'Achieving RBM at
corporate level' as a strategic priority under improving corporate efficiency, and indicates
(Part 1V) a shift towards a corporate logframe approach to become operational for

d annu.

2014/ 15 bienniunrocluts alns 0 ud iptudss caerpggrammeg act 6

delivery response.

202. To operationalise this, the 2012-2015 Strategic Plan commits to a first phase of
implementation, measuring results under each of four Corporate Objectives (though the
reporting commitment was only to the first three 3 objectives).” Despite the flaws in its
results logic described above, e.g. the linkage from indicators to objectives, the 2014-
2015 Corporate logframe did provide a first step in a corporate-level approach to results
reporting on results.

203. Additionally, prior to 2012, divisional planning was project-based and largely divorced
from the corporate planning process. An ad-hoc series of team plans were developed,
which lacked clarity concerning their intentions and whether budgetary commitment was
available or not. They were also not laterally or vertically connected.

204. 'Secti on | ogframeso were developed in 2011 to
outcomes that each technical Section would pr

strategic framework. These were a foundation of the RBM system and form a key
el eme nt anlime facilityCfér snonitoring the achievement of development results at
the project level. Subsequently, Section Plans were developed in 2013. These provided
as a planning tool to set out goals, strategies, expenditure, resources, milestones and
risks for the biennium 2014-15 (with Divisional Plans aggregating the underlying Section
Plans). All TRTA projects were then aligned to these Section Plans, making a clear
connection from project to corporate- level objectives i something which had previously
been a missing link. This process resulted in the series of targets for the 2014-15
biennium being much more grounded in the programme pipeline 7 albeit with the
remaining difficulties around late funding.

205. A final aspect of improving corporate-level results has been the major effort since
2011 on defining impact. Whilst this has been driven largely by JAG requests, it was also
recognised internally within ITC as a weakness prior to JAG interventions. The 2012
BOA report, for example, noted the need for ITC to pursue its efforts to set indicators to

%8 As reflected in internal emails and interviews
%Annual Report 2011

“6Sustainable and inclusive traded (the fourth obj
results (because of cited reasons of resource requirements needed, M&E capacities, difficulties of attribution
etc.).
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assess the impact of its actions on world trade and to further align its intended
achievements and the resources allocated.

206. In relation to gender, the 2012-15 Strategic Plan and associated corporate logframe
did make efforts to include gender, though mainly from a disaggregation perspective.

Under indicators such as #fAi mproving availabili
include: ensuring accessibility to both men and women as well as providing trade

intelli gence that is sex disaggregated; under filer
policieso, measures include a spresponsawé TSEmphasi
service offers; and under fimaximizing |1 TC i mp
exportper f or manceo, measures include systemati cal

benefit Women Business Enterprises and sectors with high employment and other
economic benefits for women." The 2012-2015 corporate indicators ask for
disaggregation (itself a step forward for ITC).

207. Specific conclusion: Overall ITC has made major efforts to improve the quality and
relevance of its corporate results framework in recent years, and to ensure that it reflects
both the current project pipeline and issues such as gender. Whilst some technical
weaknessesremaini and as detailed bel ow, a oO6results cu
ITC - the organisation has gone some considerable way to respond to JAG and other
demands for better definition, use and quality of results.

RBM system and monitoring/reporting of results

208. | TCds results based management systems have
audit in 2007 flagged as 'higher risk' operational policies and procedures partly because
'Reports for extra-budgetary funded progra mmes éar e financially r

programme-driven’. The audit also noted that programmes contain performance
indicators that are not easy to measure, unrealistic and potentially irrelevant to the
desired outcome orimpact. 6[ Ther e i s a Jiande ongphrtndrsarvdetérmiiny r e |

A

success at the end user | evel . 6

209. The JAG report of 2008 and the preliminary report for 2009 also reflect this concern,
commenting that whilst the introduction of results-based management (RBM) was
particularly appreciated, some delegates felt that there was still considerable work to be
done. Work was suggested on establishing clear baselines for measuring performance,
prior needs assessment, verifiable indicators, and links between 6 out put s and outc
and developmental impa ¢ t Bhi@ concern over reliable results was also raised a year
later within the internal Joint Assessment Committee, with emails from the time indicating
staff concerns at inconsistent reporting and consequent concerns for ITC credibility.™

210. A major institutional effort to strengthen RBM has been put in place in ITC since
2011. A project team was established in January 2012 to work on the online architecture,
to develop training materials and to devise an
system. Key actions have included:

1 The development of the ORBM portal 6, ' inked
the main online RBM reporting architecture.

1 60 staff members trained in RBM by the end of 2012, with the aim to reach all
relevant staff by end 2013.

i All projects screened for the relevance and robustness of outcomes and outputs.

71Examples cited by staff include concerns around cl ai ms ab
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1 An RBM module and glossary is now available on the intranet which set out for staff
how to link a project output, how to edit output indicators, how to link to a project
outcome, how to select and edit outcome indicators, and how to report on your
project.

9 In December 2012, a staff member was appointed to work explicity on the
maintenance of the online RBM system.

T 1 TCb6bs Devel opWebpages were made available to CCITF members in
March 2013, and, after receiving their feedback, were made available to the public
and formally announcedon | TC0s website in August 2013.

211. Whilst the system has undoubtedly become more robust, some concerns remain
regarding its implementation, as follows:

f Many staff find the current system burdenso
projects in particular.”

1 There is currently a weak link between the project design and projects portal,
though this is being addressed.

1 There are questions raised by staff over the extent to which the RBM system really
reflects results, when so many results of |7
indirect (such as policy dialogue-related gains, relationship-building, and opening
space for legislative reforms). Some staff have concerns that the RBM system is a
tool more geared to corporate compliance than project management.

1 There remain weak feedback loops from the RBM system to sections and into
learning ithe system appears to operate in a relative vacuum in terms of
institutional evaluation and learning.

212. Specific conclusion: Overall, in 2013, the ITC RBM system was still a work in
progress: applying the data generated under RBM into programming has been limited,
with a tendency to focus on data rather than use; and unclear feedback loops from RBM
system to sections / into learning.”*The Eval uation6s assessment fr
of project portfolios confirms both the advances being made and the further formal and
practical steps still needed. From the project and field perspectives the overarching
need is for a results system that is demonstrably a useful and feasible set of tools for the
whole organisation and its stakeholders, and not an expensive add-on or an end in itself.

Quality and role of the evaluation system

213. | TCbs evaluation system has also played a si
institutionds accountability mechanisms since
recommended, the Evaluation Function was supplied with a new P4 post™ and brought
under the institutional reporting line of SPPG, albeit with the intention of operating as an
independent function, as recommended by the 2006 Evaluation. The Evaluation Policy
was developed in 2008, and presents a clear and robust approach, generally in line with
good practice internationally. The Unit was also to be responsible for IMDIS reporting.

214. With other workstreams and competing pressures’® ongoing, however, the function
was not fully staffed and operational until 2012. Once the full complement of staff was in

2 Interviews
8 Recognised in the reflections of the former Executive Director
" Redesignated as wholly responsible for evaluation in 2012.

& E.g. the 2010 Annual report finds that 'due to the reallocation of resources in 2010 to RBM and large
programme management, work on evaluations was not completed as planned'.
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place™, progress was rapid, with a clear workplan developed for 2012/13, although the
criteria for programme selections for evaluation are not fully defined or explicit within it
and budget costings for evaluations appear relatively low.”” Guidelines and templates to
support developing terms of reference were also created, and a budget of $211,931.48
USD was supplied in 2012. A 2012 Annual Evaluation reports was also produced, which
draws together lessons learned from individual programme evaluations during the year.

215. During 2011 and 2012 evaluations conducted included EnACT, PACT II, Programme
on Trade, Climate Change and Environment; programme on inter-regional trade
expansion between Central African Economic and Monetary Community (CEMAC), West
African Economic and Monetary Union (UEMOA) and francophone countries of the
Mekong (OIF); plus evaluations of World Export Development Forum (WEDF) and Poor
Communities in Trade Program (PCTP). In 2013, evaluations of | TCOs
function and NTF-1l were carried out.

216. Whilst the evaluation function is generating a series of robust and useful evaluations,
and is synthesising these appropriately for corporate use, the function is not yet fully
developed. Specifically:

i Since June 2013, the head of EMU has reported to the head of SPPG - not to the
Executive Director, as formerly and as United Nations Evaluation Group (UNEG)
standards on guarding evaluation independence would require.

i Evaluations often cannot assess Value for Money or efficiency because of a lack of
financial data. Financial data is available but not geared to results (no results-based
budgeting) and RB costs are often not available.”

1 The link between the monitoring and evaluation functions is currently unclear. EMU
was formerly (until 2013) responsible for IMDIS reporting and the production of the
Programme Performance Report, a responsibility which was removed in December
2012. The connections have not been rebuilt, with feedback loops not present and
unclear complementarities in their respective roles supporting corporate
accountability.

1 Whilst many of the components of a robust evaluation function are in place, these
are often not fully systematised e.g. selection of programmes for evaluation; use of
best practices and learning identified.

1 The Annual Synthesis of Evaluations has much potential use for corporate lesson-
learning and programmatic improvement, but does not appear to have been widely
disseminated, nor its lessons distilled and disseminated by Senior Management.

1 The role of EMU in knowledge management and lesson-learning has not yet been
clarified, meaning that the links from evaluation to learning are only light-touch (e.qg.
a web tool).

® An RB-funded Monitoring and Evaluation Officer (P3), appointed in 2012. An XB-funded Monitoring and
Evaluation Officer (P2) post was advertised, and was filled in 2014.

" 2012 EMU Workplan
8 Not an uncommon issue for agencies.
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217. A revised proposed Evaluation Policy for 2013 has been drafted but not yet formally
presented for endorsement to the SMC. In part, this may be attributable to a lack of
clarity around the resourcing of proposed evaluation roles at Divisional level. The current
Policy does require updating, however, i n par ticul ar articulating
monitoring and knowledge management systems. Specific recommendation: In
addition to changing the reporting lines of the evaluation function to ensure its real and
perceived independence, ITC also needs to implement the following good practices for
evaluation:

i. Ensuring adequate financial data on programmes and projects for proper
evaluation.

ii.  Clarifying the respective responsibilities and complementary links between the
evaluation and project monitoring functions.

iii.  Enhance its self-evaluation standards and practices.

iv.  Providing strong corporate support for dissemination and follow-up of evaluation
results and their use in learning and knowledge management systems.

Knowledge management

218. The absence of a formal institutional knowledge management system was ldentified
in 2007 by OIOS audit as higher risk - 'the lack of a formal project or programme
management information system may hinder project visibility as it make it difficult for
operational staff to stay abreast of projects across ITC.' The further audit of project
management in 2013 highlighted that little progress had been made since 2007:
'Knowledge sharing practices needed strengthening...Lack of project closure reports
limited the potential for knowledge sharing, including the collection and review of lessons
learned and good practices.'

219. Other reports and audits also identify a gap in the systematic collection and sharing
of learning and good practices’ and a 2013 survey of project managers also identified
as a gap the need for the development of a system for knowledge capturing and
dissemination along the project cycle.*

220 Littl e progress has been made as yet, howev
webpage relatively inactive and no guidance provided to staff on how to identify, collate
and disseminate lessons learned. The Evaluation Team itself experienced considerable
difficulty in its work in accessing shared files from various Di vi si ons, althoug
administration states that this is not a problem internally.®*

221. Whilst no Knowledge Management strategy has been developed or planned, the IT
2014-17 Strategy does aim at: The design and development of an information
architecture that supports the storage of information based on organisation-c e nt r i ¢ 0 Tean
roomso® f oc us e-ritical nnfortmatieni aroend srganisational work practices;
Design and development of corporate search engine to make corporate information more
accessible and avoid storage of infformationinmul t i pl e repositories. o

222. However, this proposal has not been accompanied by a robust Knowledge
Management strategy endorsed by SMC i meaning, as for the RBM system, that while
the architecture may be developed, the institutional mechanisms and systems for
accessing, storing and sharing knowledge are not yet fully in place.®

“Analysis of Evaluations conducted in -20202; Auditords Repo.
80 Workshop on project Life Cycle Management 2013
8hThe file share is accessible to all staff for informatio

share. 0

8 7C administration notes that concerns for knowledge management are prominently reflected in the intranet
revitalisation strategy launched by the Communications Section in 2013.
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2.4.2 Efficiency (D2)
Financial accountability and reporting systems

223. ITC follows United Nations Financial Regulations and Rules (UNFRR) and its
accounting and financial reporting is audited annually by the Board of Auditors.
Management letters (ML) and recommendations are made to address identified control
weaknesses.

224, The Ol OS awudit of 2007 identified 1 TCO0s
risk’. Consequently, the Strategic Plan 2010-13 set out to improve financial management
systems to provide its stakeholders and, in particular, donors, with greater confidence.
The Strategic Plan recognised that ITC operates in a complex financial environment,
receiving funds from a variety of sources with varied timelines and different conditions. It
committedto 6t ake a variety of steps to ichbpdyget
control, cash flow management as well as implement the International Public Sector
Accounting St anSgezificdlg, it domrfitedt&) . 6

1 Improve financial forecasting and cash flow management in order to improve long-
term planning.

9 Conduct costing studies of ITC operations to enable ITC to have a firm grasp of the
costs associated with planned outputs to be delivered from its available resources.

i Continue to improve financial management processes with a balanced approach to
delegation to sections and project managers, while intensifying its internal reporting
and monitoring procedures.®

225. Measures put in place therefore included:

i Efforts to undertake a robust budgeting exercise in 2013, building the corporate
financial forecasting up from project budget forecasting.

i Setting up a programme (in 2008-9 ) t o i mprove t he
administrative processes.

I Conducting a cost-transparency project (this was initiated in 2010 but only
completed on a pilot basis within DPS in 2012, to support efficiency savings). The
cost transparency initiative was reportedly extended to the Communication and
Events section in November 2013.

226. The 2008 BOA report identified what it judged as continuing weaknesses in relation

Fi nanc
ve i S
ef fioci
| a

to I TCébs financi al systems. Thogl3@in reangariisingd e d :

its method of operation and adapting its administrative and accounting procedures to
make them compatible with the use of IPSAS; deficiencies in the end-of-year automated
processing of IMIS; insufficient effort to increase the level of the operating reserve; the
need to develop a policy for the valuation of leave liability; a funding plan for end-of-
service liabilities; creating links between budgetary resources and results; and
management of field inventory records and non-expendable property. The 2012 BOA
report for the biennium 2010-2011 indicates progress against recommendations from its
2010 (biennium 2008-2009) report as follows: of 9 recommendations, 3 were fully
implemented, four were partially implemented and two were not implemented. Those
relevant to financial systems which were partially implemented were: Analyse the impact
of applying IPSAS to administrative and financial procedures; Pursue efforts to increase
the level of operating reserve until the prescribed level is reached; Consider ways of
creating links between budgetary resources and results. Relevant ones not implemented
were: Review its policy for the valuation of leave liability in its implementation of IPSAS;

8 Strategic Plan 2010-2013
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Develop a funding plan for the end-of-service liabilities for the consideration of and
approval by the General Assembly and the General Council of WTO. These issues have
been recognised by ITC, and the 2013 Risk Register sets out a set of specific actions
underway to address them.

227. Whilst ITC has made progress in improving its financial systems, therefore, and
particularly its financial forecasting and budgeting, there remains considerable room for
improvement.

228. Analysis has identified other efforts made by ITC to improve internal efficiencies,
including:

I Travel i As a result of several major efforts including the negotiation on airfare with
major carriers made jointly with all Geneva based Organisations reportedly saved
ITC more than CHF 970,000 in 2012.84 In another monitored assessment around
travel to the two major 2012 ITC events (WEDF/WTPO). 154,000CHF savings
were achieved due to earlier buying of tickets.

9 IT T the new IT strategy 2014-17 aims to improve efficiency through a range of
actions, including:

an integrated project management system which reduces needs for
system support, maintenance, upgrades (a single platform);

a reduced turn-around timeframe for implementing changes to the
business logic across the Programme/Project Life Cycle process;

The integration of the Customer Relationship Management (CRM),
Programme/Projects Portal and SharePoint to provide a unified document
repository;

Efforts to automate many of the smaller administrative process such as
Leave Monitoring, Assets Management, Staff Induction and Departures.

2.4.3 Relevance (D3)
Applying key development frameworks (MDG, national priorities)

229. The 2006 Evaluation recommended that I TC exj
design and implementation of its projects to support the gearing of its programmes to a
poverty reduction agenda. In 2007, the JAG reinforced this call, urging ITC to
lincorpora t e ] t he MDG | e niscallednfor indresrefeseaces to MOGs and
their measurement, particularly in relation to gender, environment and poverty
alleviation.®®

(@}

230. ITC responded in its key strategic and planning documents. The Proposed
Programme Budget 2010-2011 (prepared for the UN biennium two years in advance,
therefore in 2007-8) made it clear that 61 TC responds to the Millen
Goals, in particular to Goal 8 and target 12, which calls for developing further an open,
rule-based, predictable, non-di scri mi natory tradi ntgtatedinnhdt f i nanc
ITC also, however, addresses Goals 1, 3 and 7, and committed, during the 2010-
bi ennum, to ensuring that | TCO s activities w
especially poor communities (Goal 1); (b) shared by women and men (Goal 3); and (c)

84 Quarterly Central Services Report, Division of programme Support 27 February 2013. However, the same
report notes that potential savings to be gained by buying tickets more than 16 days in advance had not been
realised, with 71% of tickets still purchased within 15 days of departure. SMC then issued a directive for full
compliance.

8 JAG meeting report 2007
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231.

232.

supporting the preservation of the environment (Goal 7). This more explicit gearing of
activities to the MDGs was accompanied by specific proposed actions over the biennium,
including seeking innovative approaches to link poor producers, in particular women, to
global value chains and international markets.

The Strategic Plan for 2009-1 2 continued this traject
poverty alleviation, the empowerment of women and attention to the environment,
making explicit reference to the MDGs as a guiding framework. On the other hand, it did
not include any explicit reference to the MDGs, or to poverty alleviation, in its 2014-2015
corporate logframe. Nonetheless, the use of the MDGs as a d&égui din
level at least, was refined in specific Operational Plans, with that for 2011, for example,
pointing out that, whilst all ITC work operates within the framework of the Millennium
Declaration and corresponds to the Aid for Trade agenda, some projects and
programmes directly target specific MDGs such as: poverty reduction, women, the
environment and the development of an open, rule-based, predictable, non-
discriminatory trading system. In 2011 ITC work programme included $13.3 million
delivery that directly targeted these specific MDGs. Environmental sustainability also
became a theme from 2012-2013 onwards, reflected for example in an indicator in the

ory, el

g |l ens

Corporate Logframe 2014-2 015 of ONumber of i n sreportingt i ons

enhanced environmental sustainability in their export-related operations as a result of

| TC assistance. 0

Geographically, the 2007 JAG also set ITC a target of 50 per cent as the proportion
of ITC country programmes benefiting the least developed countries, landlocked
developing countries and small-island developing states. ITC responded positively to this
directive, creating 5 regional sections with responsibility for providing contextual
information and analysis to support project identification and design, and to identify,
design and implement projects themselves. By 2010, ITC had surpassed the 50% target
set, with (according to the 2012-13 Proposed Programme Budget) 55 per cent of its
delivery focused on these three categories of beneficiaries.

233. The 2013 Operational Plan continued this trend, with the same commitment to target

least developed countries (LDCs), landlocked developing countries (LLDCs), small island
developing states (SIDS) and sub-Saharan Africa (SSA). 58% of planned delivery in all
Window | and ongoing Window Il projects was focused exclusively on these priority
countries, excluding global public goods and internal organisational development
projects. 56% of the 2013 pipeline of Window Il projects was focused exclusively on
LDCs, LLDCs, SIDS and SSA.

234. In late 2013, ITC was adopting a proactive approach to defining its role in the post-

2015 development agenda. It became a member of the UN Task Team on the Post 2015
Development Agenda and the Technical Support Team of the General Assemb | y 6 s
Working Group on Sustainable Development Goals. ITC leads a Working Group to
develop trade-related indicators as input into the Post 2015 process and is a joint-
organiser (wi th UNCTAD and WTO) of t he
Development Agenda that facilitates a multi-stakeholder dialogue on Post 2015.

235. Interms of client needs: ITC has since 2007 conducted a client survey annually, with

respondents numbering between 1000 (in 2011) and 2500 (in 2009). Although the
representativeness of respondents and rigour of the assessment questions appear
guestionable (particularly in more recent years) review of these surveys indicates that a
range of needs for ITC work have been identified or emphasized, including: support on
training and capacity development in areas such as export strategy; market entry and
trade intelligence; specific market intelligence; detailed information on markets;
programme on SMESs; sector-specific information; support on quality, compliance and
procurement; sector strategy support; distance learning; information on ITC services.

236. These surveys are however currently owned by DMD, and it is not clear how the

information generated from the surveys is being fed back into product development or
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institutional lesson-learning; or indeed how it is being discussed corporately beyond the
current brief write-up in the Annual Report.

237. In a more recent development, the 2013 OIOS audit of project management also
reported weaknesses in coordination of ITC's projects in beneficiary countries with other
UN agencies. Having recognised this previously as a problem, ITC has set in place a
pilot Needs Assessment and Project Design (NAPD) process, starting in 2013, as a way
of adopting a more proactive approach to strategizing and planning at the country and
regional levels. By the end of 2013, nine country-level projects and three large-scale
regional-level programmes had been developed through the NAPD framework, with $25
million in confirmed donor commitments.

238. The new approach seeks to build up from the United Nations Development
Assistance Plan (UNDAP/UNDAF) to identify needs and entry-points at an early stage, to
support the identification of appropriate responses, and to ensure a streamlined
response. Whilst this approach risks potentially raising expectations from beneficiaries
of ITC, it does promise better coherence and improved efficiency at country level.

2.4.4 Financial viability (D4)

239. As noted earlier, | TC6s work is enabled by thre
Budget (RB), Programme Support Costs (PSC) and extrabudgetary funding (XB). XB
funds are activated through the ITC Trust Fund (ITF). Because of this reliance for some
50% of total expenditure on extra-budgetary resources, ITC operates in a highly
competitive external and internal environment.

e sour

240. Prior to the 2012-2015 Strategic Plan, a n d particularly withi

fundraising efforts took place on a largely ad-hoc basis, often grounded within individual
sections. * Project managers sought funds whilst planning activities, and donors (or
potential donors) were generally identified when project proposals were submitted for
approval. Whilst section chiefs were kept informed of corporate fundraising initiatives
through the Management Advisory Group, some units had developed their own
fundraising strategies, and not shared these with the SMC.®" Neither guidelines nor
requirements were in place for individual divisions or sections to develop and share their
fundraising strategies. A note prepared for this Evaluation points out that; 6 Cur
practice reveals discrepancies between the many channels project managers use to
solicit donors for specific projects, and the more co-ordinated approach that is required
at c or p o rTadnete dise somredts that instances of poor communication within
ITC have led to conflicts of interest at sector project management level. Potential donors
had also complained of multiple uncoordinated demands.

241. Consequently, ITC had no mechanism to maintain a full grasp of ongoing fundraising
initiatives with a resulting lack of coordination, monitoring and follow-up. Recognising this
gap, the Strategic Plan 2012-15 set 'Improving the pipeline portfolio and multi-year
financial management' as a strategic priority for the organisation. Specifically, it called for
the development of a fundraising strategy elaborating framework objectives with the
major traditional donors and targeting new potential donors. A new Fundraising strategy
was consequently developed during 2012, but was not endorsed by SMC. The 2013
OIOS audit of project management in 2013 also pointed out that, whilst ITC had
committed to developing the new fundraising strategy by 2014, it lacked a work plan for
its development and had not formalized the approach for integrating the ongoing needs
assessment and fundraising initiatives.

% Note prepared for meeting with Evaluation team by External Relations, 15" November 2013
8 Ibid; O10S audit of project management 2013
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242. At the same time, and following a record year of expenditure in 2011, ITC developed
an ambitious Operational Plan for 2012 with an initial expenditure target of $48 million
(gross).® However, no fundraising strategy was in place to support this, and expenditure
tracking in the early part of 2012 showed that this target would likely not be reached i
due to the ending of several large programmes. The expenditure target was
consequently reduced at the JAG in May 2012 to $41 million (gross). This was a 15%
drop from the initial target.

243. Consequently, in 2013, ITC has developed a Case for Support, which became an
official JAG document in May 2013, officially replacing the CPD in dialogue with donors.
This was designed as 6 a  matia entry point for further discussions with donors on
opportunities for large-scale project generation and multi-d o n o r  f.*UTinel Casedod
Support set out a series of intended initiatives; their timeframe; budget; beneficiaries;
programme intended results and approach; and rationale for donor support.

244, The edition of November 2013 (06Aid fmor Tr ad
2014-20170) comprises 27 project and progr amme
approximately $200m and grouped around 6 Oi mpas
| TC6s Strategic Pri or i-2017&sategicsPlam (Uirade and matketi n  t h e
intelligence for SMEs competitiveness; Connecting to Value Chains; Strengthening trade
and investment support institutions; promoting and mainstreaming inclusive and green
trade; and public-private partnerships). A 6™ area on Regional integration was added in
response to a cited JAG priority and the 4™ Aid for Trade Global review.

245.  This seeks to shift ITC from the largely ad-hoc and reactive model of the past, which
has not been coherently managed, into a more a more proactive approach where basket
funds for larger programmes are created in advance. In doing so it represents a
paradigm shift: a forward-l ooki ng model which seeks scale wu
TRTA from 2013-17, implying an annual yearly increase of 20% of extra-budgetary
funding. This increase is intended to be achieved throughé st r onger country owl
assessments, pooling resources for large multi-year programmes and a tailored
approach to engage traditional and non-t r adi t i on &lAn anoualoDorod
Conference will also be held once a year, starting in 2014.

246. To support internal fundraising management, SPPG is planning to develop
mechanisms to support a comprehensive recording of ongoing fundraising initiatives, to
be revised quarterly, and with pledges against targets to be integrated into Quarterly
Performance Reviews alongside actual income for Windows 1 and 2.

247. The Case for Support al s o itthe phylanthrepicsh) and wdé d o n
BRIC countries such as China and India, as well as envisaging partnerships with
multinational enterprises and corporate foundations. The Evaluation Team has looked
throughout for possibilities for ITC to diversify and strengthen its sources of financing and
has recommended seeking counterpart contributions wherever this is possible without
ITC pricing itself out of the market among less-demanding aid providers. The advantage
is one of increased partner ownership as well as (moderately) increased resources. With
respect to ITC charging for its database services, the Evaluation did not conduct a full
study, but had no grounds to contest the seven advantages cited for the "free tools for
all* proposal in the January 2013 presentation on the "MAR Strategy for Financial
Sustainability and Marketing and Communications".

248. Despite this significant shif t |, however, | TC6s fundraising se
under-resourced given the critical importance o f this role to I TCb6s fu
and resourcing levels. At the time of writing the function was served by just one person,

8 Note to SMC Performance Review Sept 2012
% Note prepared for meeting with evaluation team, 15.11.2013
90 |jai

Ibid.
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who also served as the secretariat for the JAG, SMC and other bodies. Two posts are
reportedly authorized.

SAANA CONSULTING



Independent Evaluation of ITC i Final Report

25 The
management Issues

Table 4: Summary rating scale

65

Eval uat i o mbngs o organisatignalrand

Current fitness rating Excellent Good

Change assessed Major Positive

since 2006 positive

Strength of Verv high Hiah

evidence/Confidence S s o
{5} {4}

ranking scale

Fair Poor Very poor Camy
say
L'ttrlli or Regres Major Canb
change sion regression say
Medium Low Very Low
{3} {2} {1}

Table 5: Summary ratings on organisation and management

Matrix Indicator/Issue

Current
fitness rating

Change Strength of
since 2006 evidence

What is the enabling environment for organisational performance in ITC and how has it
changed since 20067 (A)

Governance and corporate accountabilities
(A1)

Project, programme and internal
accountability

Institutional setting in Geneva (A2)

| TC6s Pl ace and prospt¢
Trade (A3)
How has | TCo6s

Strategic Leadership (B1)

Organisational structure and deployment of
capacities (B2)

Human resources (B3)
Financial management systems (B4)

| TC6s Technol ogy
Infrastructure (B5)

and i

Project and programme management (B6)
Project identification and design

Project cycle management

Risk identification and mitigation

Adaptive capacity

Project monitoring and evaluation systems

Process Management (B7)

organi sati onal

(B)

Little or no
Fair change 4
Fair Positive 4
Good Little or no 4
change
Good Positive 4

capacity to

Good Positive 4
Fair Positive 3
Fair Positive 3

Fair/Good Positive 3
Fair Positive 4
Poor/Fair Positive 4

Poor Positive 4
Poor Positive 3

Good Positive 4
Poor Positive 4
Fair Positive 4
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Internal communications processes.
Inter-organisational linkages (B8)

Role of partnerships, joint ventures and
networks

Client relationships

How strong is | TCos

Fair Positive
Good Positive
. Little or no
Fair
change
Excellent In
short term_. Positive
Very poor in
longer-term

organi sational

since 20067 (C)

Vision and Mission (C1)
Vision and clarity of purpose.

Culture and incentives (C2)

Good Ma;gr
positive
Fair Positive
Little or no
Poor
change

66

motivat.i

4

4

3

How strong is ITC's organisational performance in carrying out its mandate and how has it
changed since 2006? (D)

Effectiveness (D1)
Quality and role of corporate results

framework.

RBM system and monitoring/reporting of
results

Quality and role of the evaluation system

Knowledge management

Efficiency (D2)

Financial accountability and reporting systems

Relevance (D3)

Applying key development frameworks (MDG,
national priorities)

Financial viability (D4)

Fair Positive
Poor/ Fair Positive
Fair Positive
Very poor Positive
Fair Positive
Fair Positive
Ve oor Little or no
P change

SAANA
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3. | TC6S PERFORNDARESJETSAHSNCE 2006
3.1 Introduction

249. This major section of the Evaluation Report is directed to the second overall purpose

of the I ndependent Evalwuation: ATo support acc
and beneficiary countries of ITC by demonstrating t he results and 1| mpe
activities since 2006. 0 As agreed in the I

assessment of performance and results has been carried out by following the evaluation
guestions, issues and indicators, data collection methods, key sources and methods for
analysis set out in Matrix 2 for the Evaluation (see section 5.2). As planned, the major
steps involved extensive documentary review and analysis; several rounds of
consultations and interviews (more than planned) to come to grips with understanding,

categorizing and documenting | TCbés activities;
l evel figuobhndgd missions to six countries (w
targeted surveys of | rduesolsis wordhrreé-stating heetaa &te h ol d e |

the beginning of the other main analysis chapter, that by applying these two major lenses

I performance and results and organisation and management - to some of the same

issues in ITC, the Evaluation report benefits from having both the perspective from a

sampl e of i ndividual countries and projects
perspective. As is well known about international development programmes, not only are

these perspectives 1 the formal and systemic and the practical and operational - often

different but so are the ways that things actually work, and some such differences are

reflected in a number of findings here.

250. The methodological Annex to the Report provides extensive details on how the
methodology was designed and then applied in practice, but it is important here to signal
one substantial variation from the ordering in the Matrix to the presentation of findings
here. The Evaluation deliberately aimed-to HfAen
based orientation® by attempting to apply the structure of the strategic objectives and
related client-groups to organise the operational assessments under the key questions in
Matrix 2. In the course of data-gathering, however, it became clear that very little of the
solid evidence available was sufficient or specific enough to these different strands of
ITC work to make this a reliable or useful framework for presenting the Evaluation
findings. > These categories have only breporingimthed f or
past two years, and even then imperfectly, and it is not possible to reconstruct any
coherent retrospective picture

251. Thus the detailed findings which follow are, as a rule, cross-cutting findings applying
to the overall ITC portfolio, sample portfolios and country missions as a whole, noting
findings on specific strategic objectives and products-lines where they are sufficiently
robust.

°% Inception Report, p.10

%2 Such an approach would have left numerous gaps and an incoherent picture, simply because of the gaps in
evidence.
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3.2 Overall performance of the ITC portfolio

3.2.1 Distribution of project expenditure

252. Managing the systematizat i on and analysis of the | TC por
the funnel o6 has proved to be one ofassamble mo st
phase. The 1 TCb6bs internal AProjects Portalo
listing as it did every spending operation launched, with additional details on dates,
sources and amounts of funding, etc. This | is

the 2006 to 2013 period. Reducing this list further to exclude the 117 projects active only
after 2012, as well as 34 projects with not enough data to judge their years of activity, the
Evaluation Team performed a trend analysis on the remaining 635 projects (see table 6).

Table 6: ITC project portfolio by size/level

Project Level Budget/Expenditure _

< 200,000 200,000 - 1,000,000 > 1,000,000

US$ USs$ US$ Total
Global 158 104 47 309
Regional 52 23 7 82
Country Specific 154 80 10 244
Total 364 207 64 635

253. It is important to note that these should be taken only as indicative trends, given the
significant issues identified in how projects are recorded into the system. For instance,
some regional or global projects triggered all eligible countries (often several dozens)
without clear indications of actual country operations. The Evaluation Team has
therefore had to make judgment calls.

254. According to the data that could be gathered from the projects portal, the estimated
overall expenditure on the 635 projects over the period 2006-2012 amounted to some
$315 million. As indicated in figure 4 below, the majority of this expenditure went to
smaller projects i those below $200,000. Naturally, the country-level projects tended to

be smaller in size, while the regional and global projects had higher levels of expenditure
for larger projects.

Figure 4: ITC project expenditure by project level (2006-2012)

m<200,000 US$ 200,000 - 1,000,000 US$ > 1,000,000 US$

34% 15%
| |
_ 28% 9%
(]
ks | |
3 33% 4%
) I |
o 33% 10%
1 1 ]
9
o 0% 20% 40% 60% 80% 100%

Share of projects by expenditure category out of the total project portfolio

255. In any given year, there tended to be some 200 active projects, with a low of 179 in
2008 and a high of 229 in 2009 (see figure 5). Of these, roughly half tended to be
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reported

a sects§, thbughtthasImaist e in@rpreted cautiously given the issues

highlighted earlier. Looking at the distribution of projects by region (see figure 6), one
detects some interesting trends. For instance, the number of projects active in the Asia-
Pacific region has dropped significantly from a peak of 41 in 2006, to only 15 in 2008 and
2012. As well, the number of active projects in West and Central Africa seems to have
hit a peak in 2008 and 2009, but has come down since. Looking at the extrabudgetary
expenditure (net) by region as reported in the annual reports, this trend is largely
confirmed (see figure 7). Interestingly, the share of this expenditure in Arab States has
grown from 5-7% over 2006-2009, to 13-16% over 2010-2012 (largely due to the launch

of the $8.4 million EnACT programme).

Figure 5: ITC active projects by type (2006 i 2012)
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Figure 6: ITC active projects by region (2006 i 2012)
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Figure 7: ITC extrabudgetary expenditure (net) by region (2006 i 2012)
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2012

16% 15% 6%
|

2011 13% 12%
2010 13% 15|%
2009 I7% 17% | 6%
2008 | 30% |
2007 28% _
2006 l 34% | C11%
0% 20% 40% 60% 80% 100%
Share out of Total extrabudgetary expenditure (net)
B Sub-Saharan Africa Arab States
Asia-Pacific m Eastern Europe and Central Asia

m Latin America and the Caribbean

256. It was difficult to assess trends in spending along the five strategic priorities (or three
core client groups) in a comprehensive manner given the reporting limitations and the
fact that many projects/programmes cover several strategic objectives/client groups.
Since 2011, the annual reports have categorised projects by strategic priorities, and do
provide figures on extrabudgetary expenditure by strategic priority (see figure 8). Itis not
clear how these figures are derived, and the Evaluation Team views these as indicative.

Figure 8: Extrabudgetary expenditure by strategic objectives (20117 2012)

| | |
10% 24% 22%

| | | | |
11% 29% 22%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%  100%

Share of XB expenditure

m Building awareness Enhancing policy
TSI strengthening Supporting entreprises
E Inclusiveness and sustainability m Corporate efficiency
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3.2.2 Patterns and trends in funding sources

257. Over the evaluation period, approximately 50.5% of the total ITC expenditure
excluding PSC was financed through extra-budgetary contributions, and 49.5% from the
regular budget contributions from the UN/WTO, with slight variation over the years (+/-
3%).

Figure 9: Total expenditure (net) from RB and XB resources (2006 i 2012)
100
90
o
o=
)
50 -
40
30 I
20
10
0

US$ Million

2006 2007 2008 2009 2010 2011 2012

—Total expenditure RB — Total expenditure XB
= Programme Support Costs Total expenditure (net)

258. In terms of the extra-budgetary resources, tables 7 and 8 provide details on the top
10 contributors to each window over the evaluation period. For Window 1, un-earmarked
and soft-earmarked contributions, the Nordic countries have been the top contributors
over the period, providing $59 million of the $90 million in total contributions over the
period, with Germany accounting for a further $14 million. For Window 2, contributions
for specific projects or programmes as well as income earned through revolving funds,
Canada, the EU, Switzerland and the Netherlands have been the most significant
contributors, providing a combined $97 million of the total $168 million.

Table 7: Top 10 contributors to Window 1(US$ 000)

Country 2006 | 2007 | 2008 | 2000 | 2010 | 2011 | 2012 | Total | Share
of total

1 Sweden 1571 3102 4209 4248 4544 18,264  20.4%
2 Norway 407 566 3832 3701 2465 2754 2012 15737 17.5%
3 Denmark 1442 2,074 2395 2633 2298 2460 2374 15675 17.5%
4 Germany - - 3110 2,721 2,535 2,718 2484 13568 15.1%
5 Finland 370 377 1265 2158 2177 2,571 : 8,018  9.9%
6 lreland 185 629 1,399 1356 999 1,284 1,119 7,082  7.9%
7 Canada 628 817 03 760 931 964 949 5141  57%
R ; ; 193 146 180 - 2754 3273  3.6%
Zealand
9 Netherlands - - 699 - - - - 699 0.8%
10 UK ; ; 596 i - - i 506  0.7%
Rest 74 | 70 - - i 753 0.3%

Table 8: Top 10 contributors to Window 2 (US$ 000)
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Country 2006 | 2007 | 2008 | 2000 | 2010 | 2011 | 2012 | Total | Share
of total

Canada 1,245 925 1,980 10,566 6,180 7,005 1,244 29,146 17.3%
2 EU 4,142 3,703 295 2,992 5,937 6,470 5,026 28,566 16.9%

E z‘l’z"i(t:zgr'a”d I 3881 4047 2443 2247 2716 3880 1279 20492 12.1%
4  Netherlands 2,291 3,268 3619 3,970 - 1,181 4,127 18,456  10.9%
5 UNDP® 2,152 16,380 1,145 1742 1715 1232 1667 11,291 6.7%
6 UK 629 301 - 3465 3255 1871 9521  56%
7 Germany 3,258 2,883 305 356 329 499 814 8444  50%
8  Sweden 560 2,772 60 - - - 4,413 7,805  4.6%
9  France 578 724 1,053 - 323 210 89 2977  1.8%
10 Norway 1,693 1,173 - - - - - 2,866  1.7%

Rest 4054 5528 4847 4,188 3,164 3,199 4225 29205 17.3%

259. The ratio of Window 1 to Window 2 in net extra-budgetary resources over the period
is approximately 1:2, with significant variation over the years, with Window 2 funding
taking on a larger share of the extrabudgetary resources from 2008, as highlighted in
figure 10.

Figure 10: Window 1 vs Window 2 extrabudgetary resources®
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% There was a reported marked initial increase in in 2006-2007 in the level of Window 1 un-earmarked voluntary
funding, to a level that has basically been maintained
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3.3 Indicative findings against strategic objectives

260 The | imitations on attempting to anal yse

3.3.

strategic objectives and target client groups have been outlined above, In spite of these
limitations, knowing that it will be important for many users of the Evaluation to gain the
best possible sense of the relative performance of ITC in relation to the strategic
objectives, the Evaluation Team has assembled and cross-checked its aggregate
readings and summative findings against these objectives from the available evidence
and analysis below. These broad generalisations needs to be informed by a careful
reading of the subsequent evidence organised against the matrix indicators and issues.

1 Strengthening TSls

261. Based on the Evaluation samples and Headquarters (HQ) analyses, the Evaluation

262.

263.

3.3.

264.

265.

has arrived (with a medium level of confidence) at an aggregate assessment of ITC work
in this important, high-spending, and widely- applied area of ITC work. It remains a
highly relevant and reasonably efficient means for the Centre - and through the Centre
the international Aid for Trade effort i to support the export sector in countries and to
reach exporting enterprises to support their work directly.

Its effectiveness is variable, with much depending on the receptivity and dynamism of
the individual partner TSls, but there is evidence that ITC is moving to become more
selective and developmental, with the Benchmarking Programme beginning to show a

structured influence. | n t er ms of Ai mpact o0, projects

medi um results outputs and outcomes that

definition, of course, support for TSIs is at more than one remove from being able to
claim direct developmentimpacts-c hanges i n [ éuihdtis lsydo nieans te
downplay their significance. On the other hand, i n t he Eval uathé
sustainability of these contributions to such partner institutions on average is still
assessed as somewhat low, although the Evaluation did encounter more encouraging
examples. The somewhat lower rating reflects a finding that a good number of these
institutions have more tenuous links with their own exporter communities (and limited
financial inputs from them) and are developing more of a dependency on foreign
assistance projects. With its limited means, ITC itself is rarely a major cause of
dependency, but has to work within this context.

Specific recommendation: All Aid for Trade providers, and especially the big
spenders, share a responsibility to avoid reinforcing a public sector prop for TSIs but
instead helping strengthen their private sector roots and nourishment. At a minimum,
credible cost-sharing for any outside support should be the rule.

2 Supporting enterprises

The Evaluation found ample and stil!]l
activities in supporting exporters, including a range of different services and products,
and also evidence of the wide international recognition of this relevance in informed
circles. That relevance is confirmed by
operations in working with the private sector and its networks of exporter contacts, at
least in comparison with other TRTA providers.

The Evaluation also found, however, that at this point these special strengths are not
securely anchored in a much more crowded and competitive TRTA arena. Without over-

an

n

t

Arepr
behaviour al capacities for development <condit.i

gr owin

t

he

burdening or over-st andar di zing | TCb6s services,alyt hey

assessed, adapted, pruned when necessary and marketed to respond to much wider
potenti al demand. To do this wildl requi
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more stable funding than the #Ahand to
Evaluation period. Secondly, as the Evaluation found very directly in trying to carry out its

mout ho

own wor k, the 1 TCb6bs net wor k otb-date,matcessilger ars e con

responsive as it needs to be to maintain and build on this asset. This issue, and the

critical i mportance of the work wunderway to i

Management system, is addressed at several points in this Report.

266. I n terms of assessing the effectiveness, ef f |

support to enterprises in particular the Evaluation found the base of evidence to be
extremely weak, particularly up to 2011, when results reporting began to be more
systematized. It has been possible, and tempting, to rely on the abundant anecdotal
evidence of interesting and successful training events, trade fair and business-to-
business meetings and the like in order to tell a positive public relations story. But such
an approach will no longer be enough for ITC to maintain and strengthen its brand in this
area with rigorous evidence. In terms of efficiency in particular, operating frugality and
more systematic cost-sharing in these programmes will continue to be essential, while
recognizing and accepting that this germinal work is not cheap, especially when an
organisat i onbés sunk cost s are factored i n,

as t hi

sustainability, even more than for | T@OGS 6ot hel

engagements, with little or no follow-up or capacity for it. The serious cultivation and use

of the CRM resource, and the time and space to

a reasonable distance will be key.

3.3.3 Inclusiveness & sustainability

267. Although social inclusiveness and environmental sustainability were only explicitly

addedt o | TCb6bs Strategic Objectives | ate i
particularly in regard to the role of women in trade, was strongly recognized and acted
upon by ITC earlier in the period. This emphasis reflected a policy concern to put an
MDG | ens on | TCbds wa@00& evaluation, hutr egem dnoredban evidéne
conviction about the critical role and potential of women in trade, from the economic as
much as the equity perspective. It was acted upon by ITC leadership in a succession of
projects focused on women in trade, at different levels, including large global projects,
such as the PCTP Ethical Fashion Initiative,. In another dimension of social
inclusiveness, a number of more recent projects have focused on the role of youth.

268. The high and rising relevance of environmental concerns in trade was reflected in

3.3.

269.

similar ways in dedicated products. Available evidence on the effectiveness, efficiency,
impact and sustainability of these projects is discussed in section 3.4 below. Efforts
were also | aunched aimed at fAmainstr eami
across the fulll range of | TC6s wor k, and
Specific conclusion: In this brief overview, the Evaluation should add its assessment
that in both the areas of women in trade and trade and environmental sustainability ITC
has made major progress in laying the foundations for credible and much-needed
contributions through its project work. As with other areas, the major challenges lie in
finding the means to build strategically on those foundations and assure the
sustainability of past and future benefi
general climate of comparative receptivity in the Centre and among its supporters to
serve as a model if it can be captured in a practical approach suitedt o | TCd s
resources.

4 Enhancing policy
Over the Evaluation period the r el-makan

has been very high, with particularly intense demand around support for the preparation
of export strategies and for preparation, negotiation and implementation of WTO
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accession requirements for many countries. The br oad r ange oifitess TC6s r
in the area of trade facilitation has been active and shows every prospect of growing

more so after Bali. The available evidence round the effectiveness, efficiency, and

impact of these activities is mixed, but the Evaluation had both other reliable evaluative

evidence and direct readings of its own from its portfolio analyses and country missions.

In supporting export strategy formulation, for example, it is clear that ITC has evolved

and applied a much-appreciated participatory methodology with strong private sector and

civil society engagement, well adapted to different country needs. With respect to the

various forms of support for WTO accession and implementation, a slightly more mixed
picture emerged from t he Evaeaibnda the suppdrtsinthev i d e n ¢ ¢
four countries where it was applied, but some questioning in two of the countries as to

whether this work was an area of comparative advantage for ITC.% With respect to
sustainability, much of the work in these areas is by definition transitional, and should not

depend on long-term external support, but there is clear scope for ITC to be able to build

in more.

3.3.5 Building awareness

270. | TCbs work toward this Objectivel csgmaidsloy
providing and supporting its suite of trade intelligence tools by producing, analysing and
disseminating trade intelligence and training for their use; helping countries better
understand the non-tariff obstacles to trade faced by their business sectors through the
NTMprogr amme; and fAsti mulating debate on trade i

271. The Evaluation has been able to examine the first two functions in some depth and
found that the relevance and effectiveness of both over have been high the Evaluation
period. In the case of the suite of trade intelligence tools, this finding has been
documented through credible user statistics and survey results of users and training
participants and corroborated by a varied sampling of direct testimonials to the
Evaluation Team. Moreover there is solid evidence of ITC continuing to improve and
innovate in the design, coverage and uses of these tools. The Communications Section
has worked with other divisions and sections
assistance and advisory services, including on trade intelligence. The NTM programme,
launched in 2010, has proved highly effective and widely in demand as a leading tool to
diagnose and document these important obstacles i it too has been improved and
refined.

272. Specific conclusion: Assessing downstream impact from awareness-raising
activities is, of course, exceptionally difficult, but there is evidence in both cases of these
products yielding clear benefits to exporters as well as helping shape policy debates and
influenced decisions. The Eval uati onds information on the
intelligence tools gives confidence, and their main reliance on Regular Budget funding is
found appropriate to their role in the ITC arsenal, and provides a welcome assurance of
their sustainability. The sustainability of the NTM work is likely high into the medium term,
given the demand and initial satisfaction with the results. In the longer-term it will of
course depend on both the continuing need for the services and whether and how ITC
will be in a position to help with the follow-up to the diagnostics.

Bt s i mportant to note in consi der i ivggesectorengagerhentindi ngs t h

accession processes is an area were different and sometimes competing interests and perspectives can come
into play.
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3.4 Results against matrix indicators and issues

273. More generally, as the introductory chapter of the Report, the Methodological Annex
and periodic progress reports have made clear, the Evaluation has coped throughout
with formidable deficiencies in the availability, organisation and coherence of ITC data
from different sources and informed respondents covering the Evaluation period,
although there have been clear improvements in internal data over the past 2-3 years.
The Report has documented, diagnosed and suggested ways for ITC to overcome these
problems in future.

274. Here, however, it is important to specify again that in spite of the data limitations, the
Evaluation Team is prepared to present the following findings on the performance and
results of | TC6s activities together wit
past six years. All the evidence is prefaced by this general caution and each finding is
accompanied by unusual, explicit ratings by the Team of the strength of the supporting
evidence and the confidence with which it can be asserted. In some cases the Report
will note areas where no finding was possible.

Table 9: Summary rating scale

Current fitness rating  Excellent Good Fair Poor Very poor 563 not

Change assessed Major Positi L e Regres Major Candt
. o ositive no . ;

since 2006 positive change sion regression say

Strength of : : :
evidence/Confidence Very high High Medium  Low Very Low )

ranking scale {5} {4} {3} {2} {1}

Table 10: Summary ratings for performance and results since 2006

Current Change Strength of

Evaluation .
fitness

criteria : since 2006 Skl
rating confidence

Matrix Indicator/Issue

1 Appropriate selection of

countries/activities/ delivery Relevance
agents
Country selection ) Fair Little or no 3
change
Project identification and selection . Little or no
- Fair 3
change
Project needs assessments Little or no
- Poor 2
change
2 Rigorous and responsive design
(including the basis for RBM,
integrating gender equity, poverty  Effectiveness
reduction and environmental
sustainability)
Responsiveness - Good Positive 3
Design processes and tools - Fair Positive 3
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Cross-cutting goals

Adequate capacity to implement
and efficiency of resource use;
On-time, on budget delivery

Efficient use of resources

Effectiveness of implementation
and insights on

Monitoring and evidence of
results/plausible contributions to
impacts, including relevant MDGs

RBM, logframes and monitoring

Monitoring

Follow-up assessments

Independent and donor
evaluations

Self (decentralized) evaluations

Effectiveness of
coordination/cooperation with
other actors, national and
international (value added in AfT
agenda)

Value-added in AfT

Internally: within ITC?

With project partners/
beneficiaries?

With sponsoring donor/s where
applicable

With other Aid for Trade providers
or donors?

Notable accomplishments,
innovations, sustainability issues,

guality improvements or expanded

uses for existing tools

Overall assessment of sample
projects in achieving objectives

Notable accomplishments in
sample projects, innovations,
sustainability, quality
improvements or expanded uses
for existing tools?

Policy-maker specific

Independent Evaluation of ITC T Final Report

Effectiveness
Efficiency

Efficiency

Effectiveness

Effectiveness
Impact

Relevance
Effectiveness

Efficiency

Relevance
Effectiveness

Impact

Poor/
Fair

Fair

Fair/
good

Poor/
Fair

Poor/
Fair
Poor

Very
poor

Fair

Poor

Excelle
nt

Fair
Good
Good

Fair

Fair/

Good

Good

Fair/

SAANA

Positive

Little or no
change

Little or no
change

Positive

Positive

Positive

Little or no
change

Positive

Canot

Major
positive

Positive

Positive

Positive

Little or no
change
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275.

TSlIs specific

Size of projects

Enterprise specific

Implications for the size and
duration of ITC projects, outlook
and obstacles for large projects

Duration of projects

Good
Good

Fair

Effectiveness

Efficiency

Positive

Canot

78

The findings are derived primarily from project assessments across the sample
regional portfolios in the 24 selected countries indicated in the table below. The refined
sample of projects analysed is available in Annex IV along with the process of arriving at
the final sample. These portfolio studies were then especially deepened and validated by
the findings from the six country missions and two virtual mission studies in the eight
countries noted with asterisks. Further inputs from survey results are integrated where
they are especially pertinent. References to projects and countries in the text are
illustrative and not exhaustive, unless specifically indicated otherwise.

Table 11: Selection of countries

l.

© 0 N o o B~ w N P

e
P O

12

*Countries for missions * *

Africa

(East and
Southern)

Africa
(West and
Central)

Ethiopia*
Kenya
Malawi

South Africa
Tanzania*
Uganda
Benin

Cape Verde
Congo Dem Rep
Céte d'lvoire*
Mali

Senegal*

A Vi

13
14
15
16
17
18
19
20
21
22
23
24

rtual o

AP

LAC

Arab
States

EECA

country mi

Country

Bangladesh
Cambodia*
Fiji

Haiti**
Peru
Uruguay**
Egypt
Jordan
Tunisia*
Albania
Tajikistan

Kyrgyzstan

S Si

ons
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3.4.1 Appropriate selection of countries/activities/delivery agents

276. This set of i ssues is primarily focussed on
supporting questions centred on assessing the strength of beneficiary inputs, needs
assessment processes, and the influence of funding availabilities.

Country selection

277. The selection of countries for ITC projects is not shaped systematically, but a shifting
combination of case-by-case and policy influences such as
priority groups, patterns of past activity, ITC contacts and beneficiary requests, and
donor specifications, especially in cases where contributions for projects are earmarked
geographically. There is no evidence yet of systematic needs assessments preceding
the selection of countries for country-based projects, but some less-formal processes are
undertaken in the deployment of effort under regional and global projects.

Project identification and selection

278. In five out of six countries covered in most depth, development needs and priorities
addressed by TRTA, and by ITC in particular, were ranked on balance as either Top
Priorities and Needs for development or Important Priorities and Needs. Ethiopia
represented the only exception, especially concerning Trade Related support to policy-
makers which were rated asd MMececrdslomportant Prio

279. Over 80% of the projects examined, were assessed as being aligned with
national/institutional strategies of beneficiaries, although these are generally very broad.
In several cases studied, however, projects were directly identified via national sectoral
or export strategies (e.g. Uganda), or stemmed from priorities identified within the IF/EIF
framework (e.g. in Bangladesh, Cambodia, Haiti, Malawi, Mali, and Senegal).

280. Across the project portfolios, there is substantial evidence of beneficiary input in the
identification and project selection stage with two-thirds of reporting projects confirming
direct beneficiary input at that stage. In virtually all the cases studied, ITC experts and
officials were involved at early stages. Across the country mission portfolio, there is no
fixed pattern (and often different perspectives) on who took the initiative for projects. The
evidence is that the initiative and initial impetus was generally quite evenly spread
among ITC product sections, beneficiary requests and donors or came from a
combination of the two or three categories of actors.

281. Some of the larger programmes in the sample in particular (e.g. Program of Support
for Trade and Regional Integration - PACIR, AAACP, CARIFORUM creative industries,
ITC Africa Network, PACT Il, Access for African Businesswomen in International Trade -
ACCESS) were substantially initiated by the sponsoring donors as part of their larger
global programmes and then developed in a collaborative and iterative process with ITC
and beneficiaries in individual countries or institutions,

282. There were also other exceptions reported to the more general mixed-initiative
pattern. One was in the case of Cambodia where all projects examined were initiated
and developed mainly at the request at the beneficiary Ministry of Industry and
Commerce (MOIC), in one project in conjunction with the donor and the ITC. A different
type of exception was found in the case of the Ethical Fashion Initiative, where the initial
project idea and business plan were brought to ITC by a fashion industry expert based
on his identification of a market demand for ethical fashion products by the fashion
industry.
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Project needs assessment

283. I'n general, there is evidence of a diverse
ranged from: specific pre-projects or phases in three countries examined (financed by
the same sponsoring donor 7 State Secretariat for Economic Affairs of Switzerland
SECO); to matching specific needs identified by Diagnostic Trade Integrated Study
(DTIS) or national export strategies in nine cases; extensive stakeholder consultations
documented in several cases; to more focused consultations in virtually all the remainder.
As will be seen in later sections i with the possible exception of the one sub-activity
already noted in Ethiopia - the Evaluation did not encounter in its sample any cases
where there was evidence or a strong suggestion of unneeded ITC projects. At the same
time the level of priority for projects is less clear and the Evaluation sample included
cases where sectoral activities selected were clearly agreed as high priorities, and others
where they were contested.

3.4.2 Rigorous and responsive design (including the basis for RBM, integrating
gender equity, poverty reduction and environmental sustainability)

Responsiveness

284. Broadly, there is evidence of involvement from various stakeholders across the
majority of projects in the samples, both at the initiation/development stages and in
further stages of the project cycle. However, for several of the older projects there was
little evidence, given the limited available documentation/information available.

285. In interesting examples, with the Peru projects, extensive consultations were held in
different regions across the country. With the Uruguay programme development
activities the key stakeholders were involved starting from the initial stage, including
close involvement from the Mission of Uruguay in Geneva. As noted in the Mid Term
Review of the PACT Il programme, those engaged included a wide range of
stakeholders such as regional private sector bodies, regional women business networks,
sector associations as well as their national chapters and associated institutions. These
private sector and public-private networks were engaged at all levels of the programme.
For the Women and Coffee programme the project document specified that the IWCA
(International Women's Coffee Alliance) was to be strictly involved in the design and
discussion of all components of Phase Il of the project. The EnACT programme
management based on the use of ENACT Steering Committee was designed to allow for
beneficiaries to have a more tangible role in the definition of the programme objectives.

286. An integrated Kyrgyzstan project used distinctive approaches to ensuring effective
beneficiary involvement and engagement. In the sectoral work, enterprises were found
by word of mouth and advertising and the firms which did participate had to cost-share,
sot here was a finatur al s e | e 4ant interastoandptrusd toms s f or
these selected enterprises.

Design processes and tools

287. There is evidence of a wide variety of tools and processes used across the projects
in the sample. lllustrative examples would include: The Bangladesh NTF Il project, in
which CBI and ITC had a joint feasibility study mission, in which a Logical Framework
Analysis at result level was developed. A needs assessment, problem analysis and
SWOT analysis were carried out. The Tanzania horticulture project used ITC project
templates in the design of the project and with special regard to linking of ITC RBM to
the Results Management System for the UNDAF. The Fiji agricultural services project
included a variety of tools for the design of the ITC component need assessment
analysis, value chain analysis, stakeholder mapping to design activities for this
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component. A Uruguay project used the Business Information Review (BIR) tool that was
developed by ITC and is also used in other projects of similar nature and focus.

288. Larger programmes naturally tended to have lengthier design processes. For
example in the $20m PACT Il. The Mid Term Review (MTR) r epor t e d: Afné ver.
consultations were held with all stakeholders, including government officials, business
organisations and SME owners in each country were the PACCIA/PACT was to be
launched. This was followed by detailed and in-d e pt h anal yses of eact
requirements to achieve its development objectives through trade, as well as
assessments of the specific needs of SME owners in terms of developing capacity to
exporto. As another exampl e, the ENACT progr
process, including consultations with stakeholders in each country. Projects documents
point to a very flexible, adaptable and iterative design process, also needed because of
the political turmoil that affected most of the ENACT countries from early 2011.

289. Projects examined across the six mission countries were all based on a serviceable
design process, including close consultations with beneficiaries and various stakeholders
(as in Ethiopia). In the Textile Value Chain Approach (Design and Development Phase)
project in Tunisia, amongst interviews and meetings with the Ministry of Trade and key
TSls, a survey of around 120 SMEs from the textile sector served as the foundation for
the project design. Quite often, the design process builds on previous needs assessment
studies, development frameworks or past successful programmes/projects. For example,
the Project for Community Tourism Development in Senegal was designed accordingly
to the Enhanced Integrated Framework; the Sector Wide Silk Project Il and High Value
Silk in Cambodia were designed starting from the Export-led Poverty Reduction
Programme (EPRP) and from the National Silk Strategy elaborated in 2006 and updated
in 2009; PACTII and Access Il project development built upon previous PACT and
Access! initiatives, while integrating extensive preparatory work and additional
consultations with the three Regional Economic Communities involved, mirroring the
enhanced emphasis placed on regional integration.

Cross-cutting goals

290. Cross-cutting issues were considered in design to differing degrees across the
portfolio sample and the mission country programmes, the range included:

i1 A few projects highly targeted to poverty reduction, gender equity and/or
environmental sustainability;

i1 A substantial block of trade promotion projects with reasonably explicit integration
of these goals into design;

9 A similar group of projects (including some major ones) where hoped-for positive
effects in these areas were referred to but implicitly expected to follow indirectly
from the economic benefits of trade; and

i A few projects for which the records did not include evidence of taking these factors
into consideration. %

291. Given the different focus, age, and size of these projects it would not be meaningful
to try simply to tabulate these categories, but rather to trace the different patterns with
examples and check for trends. Across the country mission portfolio in particular, there is
strong evidence that poverty reduction, and, to a lesser extent, gender equality, were
considered in the design stage, even if targeted only indirectly. Inclusion of

% As noted elsewhere ITC, like many other development agencies, is unclear about how to effectively
i mai nsd rerawme goals across its work T distinguishing from carrying out targeted projects - and is
wrestling specifically with gender and environmental sustainability.

SAANA CONSULTING



Independent Evaluation of ITC i Final Report 82

environmental sustainability concerns in the project design phase, however, was not
strong or consistent across the countries.

292. More than rhetorical links to advancing the MDGs were found in several projects, e.g.

the Poor Communities in Trade Program (PCTP) aims at contributing to the achievement
of key MDGs, as it will develop a form of sustainable global partnership for development
(MDG 8), that will contribute to substantially reduce levels of extreme poverty (MDG 1)
and will empower women entrepreneurs (MDG 3), whilst contributing to a better
environment (MDG 7). The program aims at supporting mostly women entrepreneurs.

293. Poverty reduction was an explicitly important goal for projects in Cambodia (e.g.

support to poor silk producing communities), Tunisia (e.g. business development and
employment generation in regions lagging behind), C* t e d 6and Tanzan&, but
mainly treated as implicit and indirect in the very large trade-enabling project in Cote

dél voire. I n Senegal project d eGvoarth Gtpatagyn t

whose origin draws on poverty reduction and wealth creation. In Ethiopia, the
liberalisation of the service sector pursued under the WTO project was considered in line
with the poverty reduction strategy of the country. Both PACT Il and its gender-oriented
component Access! Il explicitly aimed at poverty reduction via increased capacity for
exports for farmers and producers involved in the textile and leather sectors. In some
project cases, (e.g., in Malawi and South Africa) there is evidence that a direct
connection to poverty reduction was fed by the UNDAF requirements. In Peru a poverty
reduction focus was evidenced in the selection of one of the poorer regions in the
country for projects.

294. Although poverty reduction and gender mainstreaming were among the objectives of

the EnACT programme and the Strengthening the Textile Value Chain approach in
Tunisia (Design and Development Phase), respondents rated the inclusion of cross-
cutting issues in the design phase mostly as fair. Large TRTA providers seem to be
much better known under these aspects, in particular the World Bank, the EU GIZ, AfDB
and UNIDO.

295. Gender mainstreaming in project design was found uniformly positive in Cambodia.

296. Apart from the | TCOs dedicated Sust ai

3.4.

297.

However, in the other countries under examination, evidence collected might suggest
that gender mainstreaming in project design is ensured only in the case of projects
specifically targeting women, such as Access! Il implemented in 19 countries in Sub-
Saharan Africa) and Women Business Enterprises in Peru. There is some evidence
promoting opportunities for women in the design of other projects in Senegal, but very
little in C6t e d & Fov the Strengthening the Textile Value Chain approach in Tunisia
(Design and Development Phase), youth employment was an important factor, as this
project took into account the new economic challenges faced by Tunisia (notably on
employment) after the major changes in the political situation. The Uruguay trade
intelligence programme included youth and gender as criteria in the selection of training
participants.

environmental sustainability was also considered indirectly at best in most of the projects
in the sample, with exceptions such as the Haiti mango design. It was noted that projects
funded by the Canadian International Development Agency (CIDA) had required an
Environmental Impact Assessment.

3 Adeguate capacity to implement and efficiency of resource use: on-time, on
budget delivery

operations, the Report is able to rely on a fairly strong base of quantified evidence from
project questionnaires and country mission interviews.
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298. Timeliness. It is not always straightforward to date initial project ideas or track the
time from then to implementation, but in general the average is estimated at around one
year, though with significant variations across the sample. Unsurprisingly, smaller, less
complex projects tended to take less time to launch, whereas larger multi-facetted
projects tended to take more. A handful of projects reported delays attributed to funding
issues (e.g. SADC SCM) organisational issues for beneficiaries (two clear examples) or
a combination of factors (in one case p
process). Examples cited of ifast trac
Cariforum creative industries, as well as a number of standalone single-product projects.
Focusing on individual projects 41 respondents (mainly project managers) rated the
efficiency (result for the time and effort invested) of the design process as follows: 17%
Excellent, 44% good, 17% fair, 12% poor.

299. With respect to the efficiency and flexibility of implementation, and then key factors
affecting the results a wider and mixed sample of respondents in interviews and country
missions responded as shown below.

artly
ko pro

Efficient use of resources

Table 12: Was implementation?

Cano
prOJects

On schedule? 61% 36% 2%
On budget? 80% 7% 13% 44
Flexible when needed? 92% 3% 3% 39

300. Overall ITC project implementation was assessed as being on budget in five out of
the six countries examined, while evidence provided by respondents is mixed for one
country. In two cases, respondents claimed that ITC had left unpaid project balances
(e.g. one TSI did not receive expected reimbursement by ITC) but the Evaluation was
not in a position to validate such claims. In another case in a mission country,
implementation and funding arrangements did not follow the original project design, with
the result that beneficiary communities never saw expected local activities funded. At
the time of the present Evaluation, the project is yet to be closed officially.

301. With only small numbers of respondents, evidence for on-time project delivery across
the mission countries is mixed: in Tanzania, Ct t e d antd Cambadia this was rated
overall negatively; in Tunisia and Ethiopia overall positively; in Senegal, it received
negative and positive assessments in equal number. However, where the project
initiatonor | mpl ement ati on was del ayed, this was noa
case of PACT II, the schedule for project activities kept being changed, but this was due
to the overall length of the programme management chain, from ITC to country
beneficiaries. On the other hand, political turmoil in the some Arab countries delayed the
implementation of the ENACT programme by 9 months, but ITC management allowed for
EnACT to maintain its momentum. In C* t e d,&ll projects were executed beyond
the expected time specified in the original MoUs because of the major political and
military crisis in the country, but ITC was reportedly slower than other agencies to re-
start its operations.

302. Except for Ethiopia, evidence from country reports suggests that ITC project
management was overall found to be flexible when needed regarding changes in design,
budget and schedule.
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Table 13: Factors in implementation

Ca n 4 Number of

How were the results of the project affected by: | Positive | Negative

projects
Technical expertise available 90% 10% 41
Country knowledge 76% 5% 19% 41
Money for travel and other costs 73% 5% 22% 41
Sufficient support staff 64% 21% 15% 42
Client commitment 70% 18% 12% 40
Client capacities 66% 20% 14% 41
Internal negotiations 62% 21% 17% 39
External procurement or contracting 51% 16% 33% 37
303. Overal!l project management by I TC was on ave
countries examined. In Ethiopia, Senegal and Cambodia management and
communication were considered satisfactory and budget delivery was timely.
304. Across all countries examined, ITC performed on average between fair and good in
the indicators relating to i mplementation capa
i mpl ementati ono, AAdmi ni strative processes?o, f

maki ngo, ADur at, i eamdof AMBruadjgeedt sdi sbur sed
last two counts, considerable concern was expressed in a good number of cases that
project durations were too short to achieve intended results, and budgets too low. In
Ethiopia and Cambodia performance on these points was rated as good, while in Céte
d 6 | vamd Turgsia as fair. For Tanzania, even though there were some delays to start
projects, the ITC delays were considered relatively shorter than for other donors. And
the projects that usually started late were in some cases extended to compensate for the
delayed start. As for the adequacy of funding to proposed objectives, the view is that
even though funding may be sufficient to meet stated objectives, it is less than needed to
create impact. This was also attributed to the nature and duration of some projects (e.g.
in Senegal, all respondents suggested that the training and familiarisation with ITC tools
are not sufficient to promote exports).

on ti m

305. Notably, even with | imited or no field pres
knowledge as well as technical expertise were rated highly, and ITC staff was
considered accessible and supportive throughout all the countries examined and across
different projects, with critical views from one or two respondents in Senegal. On the
other hand, the lack of in-country presence was perceived as leaving no room to assure
continuity of projects and develop new ones
344Ef fectiveness of i mplementation and insights

306. Overall the effectiveness of implementation is considered good in all countries
examined, supplemented by strong positive feedbacks that were volunteered on specific
projects, regional and country based, and very few noted as ineffectively implemented.
However, notwithstanding consistent positive evaluations on the achievement of stated
objectives, the aggregate assessment aluefor
moneyo in | TC projects presents a | ess
picture.
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307. The portfolio study, wei ghted heavily towar
documentary analysis on this question, came up with the following positive reading
across 32 projects: 17% excellent, 53% good, 6% fair, 1% poor.

308. It is important to note that the questionnaire used for this portfolio examination

explicitly spelled out the Evalwuationds defin
t e r fhe ecBbnomical, efficient and effective use of resources to achieve the intended

out comes, compared to possible alternatives, 0
309. On the other hand, in the mi ssion countries
fival ue for moneyo bet @awmbodipaor 8f aindo Aifrai $é&n e (
and between fifairo and fAgoodod i n “Hhehmoepi a, T

negative readings are consistent with responses on perceptions regarding the share of

project spending reaching the beneficiaries after international overheads, which fared

bet ween fApoord and Afairo in Cambodia, Clte d©o
in Tanzania and only in Ethiopia MfnAgoodo. I n
responses, recurring themes are criticisms around perceived large shares of the budget

going for high international consultant fees and travel expenses including costs for ITC

staff to serve projects from Geneva.

310. I't is not <clear to what extent the Evaluatio
was, or could have been, considered in many of the responses from the field.®® What is
also unclear is how much information lies behind these perceptions, since the Evaluation
found that financial data on ITC project budgets and spending are very often not known
to partners and beneficiaries, and cost information on possible alternatives may be
similarly |l acking. | TC6s international consul
comparably skilled alternatives from other agencies, and probably lower.*”® And the
relative costs and benefits of agencies posting field staff i seen by some respondents to
be cheaper - are also complicated, depending on the functions involved, etc. There is
also evidence from the field misandosa fcalof | TCq
consultants where available (for instance on the EnACT programme), and at the ITC-
wide level the 2012 Annual Report states that in that year, 64% of the experts used were
from developing and transition countries (both in terms of humber of assignments and
work-months).*®

311%. In retrospect, the Evalwuationbés questionnair
reaching the beneficiaries after international
as was initially found when translation proved very difficult. The question reflected a
concern, as with all development assistance, that the maximum benefits should reach
the beneficiaries and not fistick in the pipel
account is that ITC is mainly and explicitly a provider of specialized services, rather than
finance, with minimal amounts of money in most cases to help support the technical
assistance beneficiaries to take part.

312. I n sum, t he Eval uati onos uncl ear evidence (
guestion raises a major cautionary note about how that concept is used and interpreted
in the evaluation of an international technical assistance provider such as ITC. But the
important fact remains for ITC that there are significant perceptions among some of its
stakeholders that itisalessssuppor ti ve fidon o rcostservice provideb e s t a
even while they recognize its expertise and effective delivery. Bearing in mind the
important caveats about trying to use data on overheads and consultant and other input
costs to assess value for money and the fragmentary character of the data available, the

“I't is important to stress that thes etthvednfoenantsmdddimietant sd pe

access to financial information, and were not broken down by individual projects.

% Inan attempt at brevity, the definition was not spelled out in the field instruments.
% As the 2006 Evaluation suggested.

190 17C Annual Report, p. 105
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Evaluation did collect some data on overheads and other costs from some Programme /
Project Evaluations (s e e fi Ex a mp Irheasl cost§ in 3@ pr o) epadgesrO of
Annex VII)

3.4.5 Monitoring and evidence of results/plausible contributions to impacts, including
relevant MDGs

313. In some of the questions around this important set of issues the Evaluation also
found significant differences of perspective between headquarters and the field, or
between ITC and its clients with respect to evidence on impacts, and especially on

sustainability. Across the Evaluationds portf
direct question was asked in HQ interviews and document review about evidence of
projectsod i mpacts i n r e lsavihithe following rekutsy dev el op me

Table 14: Evidence on perceptions of impact

Is there credible evidence on the ~ No. of
44

Economic impact 23% 32% 45%

Social impact 18% 34% 48% 44
Environmental impact 7% 31% 62% 42
Sustainability 42% 18% 40% 45

314. These HQ findings, cross-c hecked against the results of t
truthingo field missions outlined bel ow, refl e

315, The fact that the | argest share of responses
s ay 0 cisd cuedible result which indicates two realities at once. First, that it is early
and often would stretch credible evidence to claim such impacts from many TRTA
projects in such a period; and second, t hat
demonstrating such results are anyway still under-developed.

316. Taking account of the points above, the Evaluation finds these indications of
significant but not massive economic and social impacts from ITC projects to be positive
and credible. The much lower claim of evidence on environmental impact is also highly
plausible, since this goal has only been articulated more recently for ITC work and, apart
from the dedicated projects, the expected chain of causality is still much less clear than
for economic and social impacts. Of course, the negative findings on all these questions
are somewhat difficult to interpret as they might be taken either to mean that there is no
impact or that credible evidence is lacking, or both.

317. What is more challenging to interpreti al ongsi de the readings fror
field missions - is the strength of the positive finding from the HQ perspective as to
evidence of the sustainability of benefits from ITC projects.’® This contrasts with the
Evaluationbés gener al reading from the ground,
ensured at all for most projects. On further analysis, the Evaluation finds this contrast to
be an important reflection of the different ways this question may now be seen from HQ
and the field. From the HQ perspective, the question may well be interpreted as meaning,

101 retrospect once again, when such differing evidence emerges, it would have been desirable to have much

more precise definitions on all such issues, but this would never have been possible in such a comprehensive
evaluation. It is very importa n't , of cour se, to note the highly varied cl
definitions of sustainable benefits would also differ greatly.
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fhas this project l eft some enduring benefits
expected to be positive in a large share of cases. From the more immediate field

perspective, the Evaluation found that the question was interpreted more as meaning,

ifhave enough of the expected benefits of the |
arrangements made to follow-u p , to say that its intended 71 e
Specific conclusion: In terms of project duration, the finding from the field missions was

widely one of concern that projects had been terminated too soon, and not followed up

enough, or at all, to protect and build on the gains that had been made in trade

development work that is mostly longer term by nature.

318. Importantly, even though the question was not explicitly asked in these terms, there
was no suggestion i n t heegative ahinteaded impadssfrone vi denc
| TC6s activities.

319. All of these points in turn underline the importance of ITC having the best possible
systems to monitor, measure and demonstrate credible results from its work. The
Evaluation gave considerable attention to | TC¢
the review of performance since 2006. Key breakdowns and examples from the
Ev al u aavideace base are summarized below.

320. Economic and social impact: on average, respondents in the on-the-ground
mission countries arrived at either positive perceptions (Senegal), the view that it is too
early to say (Tanzania, Ct t e d)Ppor midaed judgements - positive/too early to say (in
Ethiopia and Cambodia) or fair/too early to say (in Tunisia). The results in the virtual
mission countries also differed: in Haiti, the assessment of clear contributions to long-
term country capacities in the economic, social and environmental areas ranged
between poor and very poor; in Uruguay, on the other hand, the assistance of ITC is
assessed as contributing positi vetdrngcapacitesrery po
in the economic, social and environmental areas, as well as providing a clear
contribution to social, economic and environmental results as a direct outcome of its
projects. In Senegal some evidence of direct economic impact was judged as clear, with
rapid increases in sales for SMEs that benefited from business development trips to
Europe and America; for Ethiopia market linkages were built both in the PACT, Access!
and Women in Trade programmes. Except for Cambodia, where all respondents
answered positively, there is no homogenous perception of social impact (including
changes in gender relations), following ITC projects in the countries examined. In
Tanzania and Cote d'lvoire, all respondents said it is too soon to say anything firm in this
regard and little evidence was found In Senegal. In Ethiopia, respondents involved in
PACT Il and Access Il valued the social impact as "positive" while a respondent from the
WTO Accession project reported it as too early to form an opinion. In Tunisia
respondents on average valued social impact between "fair" and "poor" or, once again,
as impossible to say due to the short time elapsed from projects' completion, or the
limited scale and influence of ITC projects in the country.

321. Environmental impact: apart from targeted projects, the readings regarding
environmental impact across the mission country portfolio either see no evidence
(Ethiopia, Cambodia, Tanzania, Haiti) or cannot assess this due to the short time
el apsed from t et pr d,jsénegalsTanesia)nwdth tife Uruguay results
(noted above) seeing some evidence of benefits, presumably longer-term.

322. The sustainability of project benefits:t he Eval uationbds gener al
ground is that sustainability is not ensured at all for most projects. The reasons cited
include: the lack of country strategies in which scattered initiatives can be anchored and
built upon for the longer-term, short time frames and, in most cases, no provision for ITC
to follow-up, assess and help sustain benefits achieved. Some believe (cited in
Cambodia) that the benefits of ITC projects are difficult to sustain because of what are
seen as | TCOs high costs. I n Senegal, t he ¢
services rendered to them during t he project
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However, they expressed a need for a regular check up by ITC to consolidate the
achievements and develop new strategic directions to enhance trade. In Uruguay there
is (early) evidence of high sustainability: the platform for trade intelligence is reported to
be actively used and maintained by the counterparts and key beneficiaries, and the
Training Institute of the Ministry of Foreign Affairs in Uruguay is replicating the ITC
training course. In Cambodia, the limited project funding available for activities in the
target communities and further follow-up reduced the potential for sustainability.

RBM, logframes and monitoring

323. Overall, feedback on | TCébs RBM system was | i
as the ITC RBM system was not in place until 2012, after many of the sample projects
were over. Moreover, many informants outside ITC were simply unaware of the system.

324. I n the | imited assessments that were obtaine
the overall ratings ( not counti ng 0 c averé s foloavy. éxcelleptdf0 ns e s )
good 55%, fair 22%, poor 6%. In Peru it was noted that the RBM System is a significant
process by ITC, but corporate outcome indicators of ITC and project indicators needs to
be still better aligned and defined (fine tuning). On the Meso Level (level of TSIs)
indicators are better defined.

325. On the usefulness of the logframe in projects, there were more responses (28) with
the following ratings: 11% excellent, 54% good, 29% fair, 7% poor ( n ot counting A
say0 responses).

326. Across the mission countries, the log-frame, indicators and actual monitoring and
reporting for the overall country portfolio are rated on average as good, except for
Uruguay (time/effort for monitoring and reporting between fair and poor). InC*t e doé1l voi r «
andEt hi opia they were considered between fAgoodc
log-frame was not shared with all beneficiaries or was not completely clear to them. In
Tanzania, the log frame was shared with the first level beneficiaries, while the second
level beneficiaries depended on the capacity of the latter to disseminate and clarify this
type of information. Reporting for some projects was regular though the reporting
frequency was not specified for some projects Monitoring was done on a regular basis in
Tanzania, Tunisia, Senegal and Ethiopia (although the modalities were not known in
detail by most of respondents). In Ethiopia it was stressed that the baseline and
outcomes of the projects are intrinsically hard to quantify so although the logframe and
reporting mechanisms are in place it is hard to objectively assess how well the project
has fared. In C1 t e d dhe Wdominané multi-facetted project followed and was
monitored against the logframe agreed with the EU, and monitored through the high level
steering committee. | n Tuni si a, projects wer e closely
requirements (e.g. EnACT funded by CIDA and the Improving export capacities for
Tunisian producers funded by SECO). The situation in Cambodia is not clear. In
Uruguay, for a smaller project which was very focused, the indicators provided in the
original project document were useful and well defined to monitor the implementation of
the project
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327. Related and additional issues that were registered included: insufficient clarity and
articulation (Benin); lack of baseline data and vague indicators, political factors not taken
into account (Peru); complexities in aligning ITC and donor frameworks (Kyrgyzstan, and
NTM programme); challenges in taking time to critically think about developing a
Monitoring & Evaluation (M&E) framework and actually sustain regular monitoring and
reporting under pressure of crises (as in Democratic Republic of Congo - DRC). On the
positive side, according to the external Evaluation Report on Bangladesh NTF II, the
quality of monitoring data and information collected improved once 2011 RBM was
developed. It recommends, i a | | reporting should syste

mati ca

to report on results with c¢close management ove

328. Influenced by the project/programme logframes and M&E systems applied, including
project donor systems in some cases, different monitoring and reporting mechanisms
were put in place, depending largely on the size of the project. Regular and detailed
reporting to mixed steering committees was found (e.g. in (e.g. in EnACT, Improving
export capacities for Tunisian producers, PACIR, and Tanzania horticulture)), to monthly
and quarterly reports (cases in South Africa), to more informal and less frequent
monitoring arrangements (reported in Haiti and Kyrgyzstan), to some cases where it was
not clear how outputs/outcomes would be monitored (e.g. one reported in Cambodia).
Some project donors exerted substantial influence on reporting demands. E.g. CIDA
and EU-financed projects tended to have clear reporting and M&E frameworks (e.g.
PACIR, EnACT and in Fiji).

329. In some less-frequently monitored projects it was reportedly the result of a trade-off
between using the set amount of money for core activities vs. M&E, but some did rely
more on evaluations. In one Senegal project the high turnover of people managing the
project and a non-involvement of local people and disconnection from the field limited
timely reports and monitoring, and these issues are unlikely to be unique.

330. Going beyond conventional monitoring, the Ethical fashion Initiative reports carrying
out regul ar work of isoci al i mpact asse
by the programme. | TC c | ai ms Petfohmance, €dmpliancefi Monitoring and
Evaluation protocolo enables the initiative to monitor, evaluate and provide feedback on
compliance with fair labour standards and the impact the Initiative has on people and the
communities they live in. The two examples obtained by the Evaluation Team document
the short-term results of individual export orders completed.

Follow-up assessments and evaluations

331. In around two-thirds of projects examined, the Evaluation found little or no evidence
of resources being provided or plans made for post-completion follow-up or
exit/sustainability strategies, and even proper completion reports were not available for
many projects. This applied in all mission countries except for Tunisia and partially
Cambodia. In Senegal, Uruguay and C* t e d artamgement® for follow up were
considered poor or very poor. In Senegal the only substantive contact remains with the
EIF for the formulation of a new project on the mango value chain, but the CBI also has a
project in process for the follow up of the activity on the mango value chain under the
NTF Il. Respondents in Tunisia recognised ITC ability to follow up well on projects.

332.  Larger programmes tend to have MTRs and evaluations (PACT II, EnACT, NTF),
and EU-funded projects are also required to have evaluations, but apparently more
targeted to strict budget closing routines and schedules than follow-up assessments. The
Cariforum creative industries project will be evaluated in 2014, but no funds were
allocated for follow up assessment.

333. In one very interesting model, NTF Il evaluations include a first evaluation on
accountability and governance/management (2013), with a second evaluation planned to
assess impact two years later (2014-15).

SAANA CONSULTING

ssment



Independent Evaluation of ITC i Final Report 90

334. In some of these cases, the evaluations clearly have a view to testing the feasibility
and approach for follow-up or successor programmes. The AAACP programme included
an additional follow-up pr oj ect cal | ed Ifi Capitalisikgcon Redultsy e | o p me
from the AAACP Pr engompassimehbth thesdevelbopment of the 10th
EDF cotton project and a separate report drawing conclusions and lessons learned,
disseminated in the final report and evaluation with the EU. In some cases, (e.g. in
Central Asia and Tunisia) it is pointed out how good continuing relationships with
beneficiaries and the donor, and evident satisfaction, has led to follow-up activities.

More typical by far was the finding in one Sol
for this. There was no concrete exit strategy in place. However, the local national
experts and the [institution] were advi sed t o f ol | o wlIn the cade lofawof ar me r s

projects, one in Egypt and the second one in Tunisia, only the first phases (Phase 1)
were completed, due to unavailability of funds / approval of the implementation of
subsequent phases. In particular, in the case of the HP-ITC Partnership for Micro
Enterprise Acceleration, in Egypt, remaining funds were returned to the donor, and
overall the project was considered by respondents as lacking ambition and
accompanying measures to beneficiaries after completion.

335. At the level of small training workshops and other event-based activities, the
Evaluation had seen examples of post-meeting evaluation questionnaires in a number of
projects and did test to see whether it had been standard practice to administer and then
use them in learning for future events. A very brief survey and request for examples was
sent to 79 project managers, and 25 responses were received. Table 15 below
summarizes the quantitative responses which were supplemented by thoughtful answers
to the open-ended questions, including on ways that the results are and can be used. Six
officers responded to the request to provide a total of 12 sample evaluation
forms/questionnaires that they have used.

Table 15: Survey of project managers on post-event evaluation

e ey osty | Someimes |neer |

For workshops, seminars and training events,

do you now (from 2006 up to now) collect 71% 21% 7% 0%
participantsd feedback

Prior to 2006, would this have been done? 43% 21% 36% 0%
Do you summarise the responses/feedback? 86% 14% 0% 0%

Do you retain the part

contact information? 71% 14% 14% 0%

336. The self-selected respondents are likely to have applied these tools more than the
average. But the Evaluation found this input sufficient to demonstrate that there are at
least strong pockets of good practice in ITC to systematically secure and use feedback
on shorter-term training, workshops, business-to-business meetings and the like,
importantly including the retention and following-up contacts. Without attempting to
over-standardize instruments or approaches, there are key elements, learning and
resources for ITC in this type of immediate follow-up to activities. Without huge
investment of time or money this could be scaled up considerably and to very good effect.

337. In relation to larger projects examined, in PCTP Ethical Fashion, reportedly nine
seminar/workshops have been implemented so far in Haiti. Before and after each order a
smalmp aftit 6 as s es s me gather datason lviogrstandards, income, social
problems, gender status, community health, sanitation, environmental problems, the
ability to pay for medi c al expenses and chilc
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evaluated change. For T4SD in Peru no follow-up assessment has been conducted after
the project (in this case the three training workshops) were completed. Seminar
participants completed a seminar evaluation form right at the end of each workshop. But
there is no standardized procedure to go back (e.g. 3-6 months after) and to ask the
participants what they have done with the information/knowledge they acquired during
the training workshop and what changes they have made.

3.4.6 Effectiveness of coordination/cooperation with other actors, national and
international (value added in AfT agenda)

338. The Evaluationds assessment of |1 TCb6s coordin
began by adding the key dimension of coordination and cooperation within ITC itself,
bearinginmind t he 2006 evalwuationd6s findings about
and also recognizing that many of its outside relationships are in fact carried separately
by individual technical or geographic sections.

339. Around these questions there do not seem to be major disconnects between the top-
down perspective, gleaned from documents and interviews at ITC HQ, as summarized in
Table 16 bel o w, and the findings from the BHBwaluat:i
the discussion that follows.

340. Internal coordination is ranked very positively (89% excellent or good) but this
average reading should bear in mind that some-single discipline projects do not require
much internal coordination as they are basically run by single sections, so the rating for
complex, multi-disciplinary projects would be somewhat less upbeat. Nonetheless, in
spite of evidence of inevitable tensions over responsibilities, leadership, shares of
funding, etc., the picture of coordination over 2006-2012 is far from the atomised, semi-
chaotic view that might have been taken from the 2006 finding. ITCs special challenges
of matrix management with scarce resources are still apparent, as are the still-uncertain
roles and capacities of some of the geographic sections and the uncertainties about how
ITC can best manage large projects. With a few exceptions, it is important to note that
internal coordination difficulties in Geneva \V
beneficiaries on the ground.

341. Regarding the collaboration and cooperation between ITC its key stakeholders and
partners across t he Evaluationés mi ssi on cou
between good and excellent, except in Tanzania (where cooperation was rated on
average between poor and fair), as elaborated below.
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Table 16: Coordination/cooperation'®

(Excellent + # of
Excellent | Good Good) Fair | Poor | responses

Internally: within ITC? 37% 53% (89%) 11% 0%

With project partners/

beneficiaries? 37% 45% (82%) 11% 8% 38
With sponsoring donor/s

where applicable 32% 58% (90%) 6% 3% 31
With other Aid for Trade

providers or donors? 20% 44% (64%) 32% 4% 25

Internally within ITC

342. lllustrating the special challenges with coordinating large, multi-disciplinary projects,
PACT Il was reported as difficult especially given especially given the additional
dimensions of working with the principal beneficiaries and outside collaborators in the
RECs. Coordination by the geographic section was reportedly complicated by a
succession of leadership and personnel changes. With EnACT there is a perception of a
lack of overall internal visibility - technical sections are only aware of the activities they

are involved in and are therefore unabletos eek syner gi es. Concerns ir
communicationo, the absence of for mal perforr
sections and the Programme Coordination Unit (PCU) and a subsequent lack of internal

buy in of EnNACT. 6 I n one Tanzania project di

reported to have created a fractured approach making the inclusion of field inputs
di f f iOo thé dtherohand, the evidence shows that when things work well in multi-
disciplinary projects, some country offices may be able to play important roles in
coordinating and promoting synergies. In one example, Peru projects reportedly
benefited from good cooperation between sections (the Office of Latin America and
Caribbean 1 OLAC-, Sector Competitiveness i SC-, Enterprise Competitiveness 1 EC- ,
and TSI). At least in part because of language requirements, projects in Eastern Europe
and Central Asia, appeared to have stronger and more successful coordinating roles by
the geographical section.

343. In another interesting finding about internal collaboration and cooperation two
important, and newer, ITC product lines were identified as needing much more internal
knowledge, as a basis for external advocacy and marketing. On NTMs it was stressed
that Alt is very important that country office
understand how it works and how it is applied in order to be able to tell their contacts in
the respective countries about it (marketing aspect). They need to feel comfortable with it
and also comfortable to be able to explain it to somebody who has never heard about the
NTM Survey. o0 On T4SD, the Evaluation heard, "
important that staff in other sections (geographic as well as technical/product sections)
know about the tool and how it is used (e.g. usage, key benefits, etc.). We still feel that
many ITC officers are not sufficiently aware about our offering (in this case about the
standard Map) and therefore think that it would be a very good idea to organise training
for ITC staff as well. In the case of Peru for example, the OLAC Section knew about the
t ool and was able to discuss it with the clien

With project partners/ beneficiaries

102 As one check on the representativeness of the sample, across the 33 projects with responses on this point in

the portfolio sample, cooperation/coordination was rated by ITC informants, relative to other ITC projects in their
experience, as smooth or very smooth for two-thirds of projects and difficult for one-third.
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344. lllustrating some of the positive readings found across different regions and types of
project: The Uruguay assessment found ten O6eXxce
OLAC Section and technical sections within 1TC

Foreign Affairs and national Training School. Moreover, the proactive role of the Mission
of Uruguay in Geneva could be an example for other countries on how to interact with
ITC. In the DRC SME finance project, the ministry of SMEs welcomed the project and
accepted to champion it and to help scaling up of the project. TSIs, banks and financial
institutions, and other AfT organisations were all cooperative. Within UNDP, the
cooperation was good but strained under financial pressures. In the Bangladesh NTF Il
project, | TCb6s st r ehovg for Basiness tokBusiaassd (B2B)nwere
highlighted. In Benin, working with EIF, the objectives and activities implemented by ITC
for this project well fit into ITC areas of expertise (supply side, business environment and
market entry) and levels of intervention (in this project, at the enterprise and institutional -
TSIs- level). Four of ITC's sections (EC, SC, Trade Intelligence - Tl- and TSIs) were
interlinked in project implementation. The Evaluation found evidence that the beneficiary
is satisfied with ITC's customised approach, quality and timeliness of project outputs. A
challenge for ITC is to build strategic partnerships with key actors such as the Chamber
of Commerce. In Peru, meanwhile, the evidence is clear that Trade and Environment
Programme (TEP) had a constructive working relationship with PROMPERU.

345. On the other side of the coin, coordination with project partners and beneficiaries can
be extremely difficult, even blocking forward movement. In Haiti, cooperation with the
public authorities rates only either fair or poor. For example, in the project development
for Institutional Strengthening of the MoT, the DTIS of the Ministry was carried out and
provided input for project development, but validation by the Ministry was still missing
many months later in spite of follow-up efforts. Overall, in Haiti various factors which
seem crucial to a successful TRTA, and cooperation/coordination with policy-makers in
particular, which were missing in the case of ITC. These include: lack of key
persons/contacts of reference in the country knowledgeable about the complexity of the
Haitian institutional infrastructure and Haitian overall context; competition with other
donors, where larger donors drew away the attention of Haitian counterparts to the
detriment of ITC projects; and communication and coordination with a national consultant
coordinating a project in Haiti was very difficult and complicated official relations. As
noted, in PACT Il the different challenges of working effectively with RECs were a
complicating factor. In Senegal, earlier collaboration between the Government and ITC
was found to have faded due to lack of responsiveness by the authorities and
enterprises not beingpro-act i ve, compounded by | TC66nel ack of
association interviewed cited trying to be kept on am ITC mailing list without success.

With sponsoring donor/s where applicable

346. Corroborating the positive overall rating above, the Evaluation has not found
evidence of any serious problems in coordination and cooperation with a significant
range of different sponsoring donors over the sample. The official survey responses of
JAG members generally confirm this picture froc
bears closely in mind the special stake but lesser project-by-project engagement of the
Afuwear mar kedo Wors) dnd the ihporthot confidence-building concerns that
many supportive donors have signalled about 1t
reporting of plans, performance and results through all its funding channels, as well as
internal management. This finding comes in spite of all the normal pressures and
complications that always arise in international development programmes and projects.
The challenges most often identified in these collaborations have tended to be around
schedules and meshing RBM and reporting requirements, with mention of a need to
coordinate better around some evaluations. In Benin (and a range of other countries)
| TC6s selection to work on EIF projects has h
and reinforced its positioning in the country. The fact that ITC is responsible for
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implementing six EIF Tier 2 projects, for a total value of $11.7 million is noteworthy here,

even though only one 7 in Cambodia - f al |l s within the Eval uat i
Bangladesh NTF, ITC has had a strong strategic partnership with CBI and wants to

replicate this type of partnership in other areas. As noted, TEP partnered closely with

SECO and with GIZ in Peru and ensured a dovetailed approach on supporting the

effective trade promotion of biodiversity based products.

With other Aid for Trade providers or donors

347. Table 16 above shows a lower response rate and a somewhat less positive, but still
not negati ve, r at iom@nd oobperatidnCnadtls other AT Idanbre and t i
providers. This is consistent with the evidence from the country missions. The overall
picture that emerges is one of largely parallel operations by providers in countries,
occasionally collaborating or competing directly, but more often with each operating in its
own sphere of specialization, with little reference to or knowledge of other providers at
work. The structures and processes for aid coordination and harmonisation expected
under the Paris Declaration were generally not found prominent in relation to TRTA in
the sample countries, with the exceptions that the national EIF and donor facilitation
structures in some of the LDCs can clearly play these roles, and that in Cambodia, there
is strong national ownership and leadership from the responsible Ministry.

348. With respect to the larger providers of aid for trade financing, a similar situation
seems to prevail in these countries,seiVihceo t e
projects with major financial aid and internalized or contracted technical assistance
support as needed. There are important exceptions, which call on other specialized
international resources - as in substantial regional and national programmes deployed by
the EU, Canada, Switzerland and others - but this is still not widespread practice for
most such large donors. Moreover, in this still compartmentalized Aid for Trade
environment in countries ITC, with its specialized areas and lack of country presence, is
less visible than most others, sometimes becoming known and called upon, even for
major engagements, through haphazard contacts and recommendations.

349. Looking across the country mission findings

with other TRTA providers were found to be high in Tanzania, Tunisia and Ethiopia and

very high in Haiti. Some specific findings in this area from the portfolio analyses and

country missions are as follows: in Fiji, coordination has proved an important challenge

as ITC is implementing only one component of a larger umbrella project and there is a

large number of development projects in the agro-food sectors; in Cé6t e do61l voire par
cooperation under the same large umbrella EU project has worked well with the World

Customs Organisation and reasonably well with UNIDO.

350. In Cariforum, ITC also created useful links with WIPO, working in their
complementary areas; in Benin it is seen as a challenge to ensure alignment between
ITC activities and other TRTA projects / programmes being implemented by other
partner agencies (bilateral: particularly France, Germany, the Netherlands and Belgium;
multilateral; and Non-Governmental Organisations - NGOs); in Tanzania, the chances of
duplicating efforts were found to be worsened by the physical absence of ITC from the
country although cooperation between TRTA providers was found to have improved
much over the recent years; respondents in Haiti indicated that TRTA in the country is
either duplicating or competing - there is little cooperation and coordination,
notwithstanding the presenc e of a donor <coordination group i
are seen to have suffered from the presence of much larger donors which capture the
attention of local counterparts (public sector, or other stakeholders and beneficiaries),
affecting the quality of project implementation and potential project impacts. For example,
when the Tropical Fruit Export project was being implemented, the United States Agency
for International Development (USAID) started to implement a similar project with a
budget 10 times larger, diverting the attention of the local counterparts from their work
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with ITC. In Cambodia there is strong evidence of TRTA providers cooperating
satisfactorily under the coordination of the Ministry of Commerce Before the DTIS in

2007, all TRTA providers were working separately, but the DTIS has empowered
beneficiaries to take the initiative for project ideas and thus articulate requests for more

articulated and systematic development interventions, with potential for synergies; In
Ethiopia, coordi nati on is very | imited, even if TA pr
actions (e.g. interventions of ITC and the African Trade Policy Centre T ATPC- in the

Economic Community of West African States i ECOWAS- were not programmed for

synergies) and even accounts of duplicate requests by Government for funding the same

project.

3.4.7 Notable accomplishments, innovations, sustainability issues, quality
improvements or expanded uses for existing tools

Overall assessment of sample projects in achieving objectives

351. For ref erence: The Evaluationés project que s
assessment of each projectds overall perfor man
both formal reporting and monitoring, and often anecdotal and reputational feedback,
depending on the size and character of the project, it allowed for the fact that a good
number of the projects are still underway. On this basis, it was possible to compile this
very broad assessment for 34 projects. The result was as follows:

352. 21% excellent (7 projects), 68% good (23 projects), 6% fair (2 projects), 6% poor( 2
projects) - (34 where responses available)

Notable accomplishments in sample projects, innovations, sustainability, quality
improvements or expanded uses for existing tools

353. The Evaluation posed an open question on these issues and gathered numerous
examples in response, which the Team assessed as credible on the basis of the
evidence. Given the nature of these examples they are presented in the form of a list and
naming the countries and projects concerned without trying to consolidate or editorialize
around them.'%

1 Cambodia: from EPRP to Sector-wide Silk Project (SWSP) I, Il to Cambodian
Export Diversification and Expansion Program (CEDEP), project designs of later
projects have learnt from previous one to improve project quality in several specific
respects.

1 Jordan ENACT: The National Trade Observatory as a new tool. Design, quality and
packaging of products improved. Focus on new themes and markets initiated.
The PCU demand-driven approach helped to give momentum to EnACT and move
quickly from a slow to a faster pace implementation.

9 Tunisia: A "Network of trade/economic intelligence created in Tunisia, sectoral
strategies, developed by local consultants based on ITC Methodology.

7T Céte dobéblvoire: a distinctive combination of
methodologies with evident respect for partners and beneficiaries.

9 Peru: Provision of holistic and comprehensive solution tailored to the needs of
exporting SMEs in a sustainable manner (inclusion of macro, meso and micro level)

103 Note: Some additional comments of relevance here were added to survey responses, particularly by JAG

members and staff, and were taken into account in drafting. The comments referred to here were examined to
ensure that the promised confidentiality could be maintained,.
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and involvement of TSIs. Good flexibility, good use of local resources and local
expertise, establishment of networks of experts and institutions to work with during
the project implementation.

9 Uruguay: Sustainability: The replication of the developed training course by the
Training Institute of the Ministry of Foreign Affairs; The link between the Training
Institute and the trade information platform that has been developed for the Ministry
of Foreign Affairs by ITC in the context of another project in Uruguay (linkage and
synergies of two projects); Inclusion of Webinar: a good “test case™ for other similar
projects in the near future

1 AAACP: Multiple positive references are made to the ITC-style participatory sector
value chain development programming process. In relation to the overall AAACP
Programme, the involvement of 5 major international organisations with specific
areas of expertise has constituted an innovative approach, allowing for the
implementation of complementary/joint activities and the exchange of information
under the programme umbrella.

9 PACTI:Good practices as reported tochangelaral MTR, [
willingness to incorporate relevant activities both within and outside the programme
A Sector and value chain analysis approach |
competencies become embedded within the regions and more readily transferred
where needed A Promoting a results culture
partner strategic priorities.

1 PCTP: "Ice-breaking in the field of poverty alleviation": enabled beneficiaries to earn
higher income through their own work with observed levels of increased self-
esteem. Infrastructure has been provided to the informal sector to become formal,
and thereby created a bridge into the value
used to be high risk has been asdeenvesd t o |
market led, and a major innovation was to work in the informal sector and create
ethical fashion.

i T4SD Peru: Notable accomplishments in the project, specifically: 1) Content of tool
(knowledge about standards is extremely relevant to Peru, include them in
database) 2) First time that Peru had access to database in one central depository
(compared to information scattered over different sources); 3) Data is organised in
a user friendly manner and easy to analyse;

1 Women and coffee: As part of the Women and Trade Programme, the Global
Platform elaborated by ITC serves as a channel for linking women in coffee into
global supply chain.

i In Ethiopia, ITC was perceived to be the best organisation to support TRTA across
different projects, due to its unique focus on women and its innovative tools for
market research.

i Cambodia. Recognition that ITC technical expertise is very competitive, especially
in value chain analysis, market research and establishing business linkages, so that
it should concentrate on these parts of the value chain rather than on support to
production.

T Hai ti | TC6s consideration of gender and pov:
implementation of their projects rated well.

Policy-maker specific
I South Africa SADC SCM: the project created linkages for the farmers with the

Perishable Products Export Control Board and the Department of Trade and
Industry. These institutions can offer additional support to the farmers, post project
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life. A supply chain consultant and a national advisor were put in place to provide
on-going support to the farmers. The National Agricultural Marketing Council of
South Africa (NAMC) was a key player in the project and will provide continuous
support to the farmers.

1 NTM: Learning from the NTM Survey in Uruguay to improve the methodology and
sampling process, define the ToRs of local consultants and local survey companies
taken into consideration in subsequent NTM surveys that have been conducted in
other countries.

1 Cot e d 0dnd dunisiae Key roles in support to Export Strategy formulation in
model consultative process with sustained, top-level political engagement and
effective public-private dialogue.

TSI specific

1 Malawi SQAM: A major achievement of the project is that it laid an important
foundation to mobilize interest and participation of relevant enterprises in Malawi in
meeting international standards. The project raised considerable awareness
among institutions and in particular at the Malawi Bureau of Standards on how
conformity assessment bodies (ISO 9001) are essential to support exporters to
demonstrate compliance with market requirements at reasonable cost and within a
reasonable time period. The project took steps to establish Quality Management
(ISO 9001) and HACCP-based food Safety Systems and, therefore greatly
contributed to improve the overall quality, food safety and hygiene of the local food
production with relevant export opportunities.

i Benin: A notable accomplishment has been the establishment of the Trade
Information System directed to strengthen and make more effective/efficient the
action of TSIs in supporting SMEs. Extremely important appears to be the
establishment of a single Beninese Export & Investment Promotion Agency, as
proposed by the ITC to further tackle the confusion and lack of clear division of
responsibilities and roles that characterises TSlIs in Benin.

1 DRC. Major arbitration centres were supported for training and availability with legal
instruments and materials to enable practise of mediation and arbitration. Though
the project was stopped, activities continued.

7T Cbte dol voire, | mpressive small i nnovation i
component of PACIR.

Mali export agency development: the Agency (APEX) was created and staffed.

Bangladesh leather: the Bangladesh Leather Service Centre (BLSC) is the first
institution in Bangladesh which could provide quality testing service for leather
products which until then had been done in Hong Kong or India

9 Fiji: "TSI (FCLC 1 Fiji Crops and Livestock Council) created and operational.
Ministry of Health Food safety auditors trained and certified; 4 of 8 mobile
applications delivered and operational; Food safety + Access to finance counsellors
created and operational.
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1 Kyrgyzstan: Destroyed monopoly on standards accreditation bureau. ISO 9000.
The beneficiary textile firms increased productivity 40-50% and national expertise
strengthened. Design of booths with own expertise, getting into more demanding
trade fairs.

I Tunisia: ITC approach to develop and diversify markets, implemented in the
framework of the Improving export capacities for Tunisian producers project, was
definitely adopted by the TSI.

Enterprise specific

i Ethiopia: Sustainability i the new functions of the coffee cupping stations have
given them a more important place in the coffee industry in Ethiopia and this has
secured their sustainability. Coffee buyers pay for the grading service, thus
providing incomes for the staff and running costs.

1 DRC SME finance: Theproj ect 6s maj or i nnovationi
local service providers (business and financial advisors) to provide a holistic
intervention to the SMEs. Though the project was stopped, activities continued on
a small scale.

3.4.8 Implications for the size and duration of ITC projects, outlook and obstacles for
large projects

354. The Evaluation did not generate a large volume of inputs related directly to the
guestions of scale. With respect to a specific question about the potential for scaling-up

wa s

t

h

| TC6s activities, the country mission analyses

355. Four of the country analyses found that, on the record of projects examined, they
should be scaled-up and replicated more widely (Cambodia, Ethiopia, Senegal and
Tanzania). It was specifically noted in the Cambodia assessment, however, that any
scaled-up project should be re-designed to assist in making the benefits more
sustainable, and in fact this same concern is also evident in the other country analyses,
with the possible exception of Uruguay.

356. The Tunisia analysis states that ITC would needed to better develop links with other
donors and/or UN agencies before committing to larger projects, alongside greater
means to raise funds.

357. The Ethiopia and Tunisia reports both highlight the need for ITC to have greater in-

country capacity, via greater presence in general and stronger country Project Managers.

The lack of national hubs is seen as a current obstacle to scaling-up projects.

358. The Uruguay analysis suggests that, based on projects in the country, future projects
should be scaled-up, although any attempts will depend on budgets.

359. On the basis of the record in Haiti to date, the issue of scale is clearly a secondary
consideration to being able to secure the effective and sustained engagement of Haitian
partners and beneficiaries. The findings rather suggest that, in general the country is
confronted with too much uncoordinated aid (in which ITC is hardly a factor) without the
means to manage and absorb it.

360. When asked if ITC has the potential capacity to mount multi-year country
programmes, four of the country analyses were positive. However it was noted that ITC
would have to build up its capacity to carry them out effectively i they suggest by
deepening/developing an in-country presence and boosting financial capability. The lack
of assured funding and short-term reliance on project donor support was highlighted by
all country reports as a barrier to larger and longer-term projects, contributing toward the
small-scale and niche nature of the ITC.
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361. Finally, however,inCét e doél voir e, t h e hag acwallcopesated farth e r e | T
several years a large scale, multi-year and multi-disciplinary programme - in effect an
i ntegrated country pr ogthaeffeces oniparformdnee ofCiaving r e 6 s f
scaled-up are far from conclusively positive. Nor has a lack of country presence been a
constraint there, since the National Coordination Office for PACIR has served this
function, with dedicated support in the Africa Office at HQ. Even here, however, the
programme faces the same constraints of fixed term funding commitments and the
related inability to anchor and sustain promising benefits of activities beyond a funding
cut-off date.

362. Looking beyond the mission country analyses
large projects as such, the Evaluation had a reasonable basis for assessment in its
coverage of the activities of all of the recent large projects in individual sample countries,
supplemented by overalll briefings w@wmpodalcloumat yo
based perspective on large projects has been a useful ground-truthing check, alongside
the more in-depth coverage of PACIR as the single-country large project. On the basis of
this examination the Evaluation has found that there have indeed been substantive
benefits t o idnsTfiér largecomjactsyapant frdm the issue of scale itself. In
each of the cases, it has been possible to see evidence of most of the lessons from large
projects highlighted in | TCés 2013 Case for Su

i. Al nvol vement of |poogramMme designkce-impldméntation, andn
financial commitment of counterparts for delivery.

v. Involvement of donors in project design, management oversight and quality
assurance.

vi. A growth delivery model based on value for money relying on local consultants,
lower transaction costs, and economies of scale.

vii. A continuous learning process supported by lessons learned from independent
mid-term evaluations.

viii.  Design of next phases of programmes in close collaboration with partner TSls,
beneficiary governments, anddon or s . 0

363. On examination, most of these advantages can be seen to come with a longer
project or programme time frame, and a less penurious and rushed approach to high-
guality interventions for longer term benefits. ITC needs to strengthen these attributes
across all of its work, and in fact will not be able to properly sustain separately- funded
large projects if the expert services it relies on to carry the large project contributions are
otherwise forced to continue operating on a shoestring. Needless to say, if large projects
are not clearly oriented to I TCb6bs mission, st
large potential to divert the Centre off-course. The Evaluation does not have a clear
finding on the management arrangements for these large projects over the period, noting
that they are each different, and in most but not all cases mainly anchored with lead
technical sections. The Evaluation has not encountered evidence of major problems
arising, with the exception of a period of disruption in the staffing of one managing
section. Nonetheless, the question does arise as to whether there might be advantages
in ITC being able to deploy special management capacities and experience in larger
project management to supplement, and in some respects free, the technical services to
focus on their special strengths.

364. Otflgz[ significant findings about the size and duration of ITC projects are briefly noted
below:

194 Note: Some additional comments of relevance here were added to survey responses, particularly by JAG

members and staff, and were taken into account in drafting. After examining these comments to ensure that the
promised confidentiality can be maintained, the Evaluation Team will be prepared to make an unattributed list of
such comments available, either with the Final Evaluation report or as a follow-up.
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1 Malawi: In regards to strengthening laboratories, the duration of the project is very
critical, as it takes a minimum of 5 to 10 years for a laboratory to reach
accreditation. It is therefore important to ensure an adequate duration of the project,
receive a commitment from the government to support the intervention and know
the absorption capacity of the main.

i SADC SCM: The project targeted emerging farmers that were already marketing
their products (albeit with challenges). This category of farmers was more
enthusiastic and already had some productive capacity and market. This made
uptake easier and faster.

1 Cambodia: In retrospect they would start the project at a bigger scale. 29-39
weaving groups are too small a part of the whole weaver community in Cambodia.
They also would have more capacity building activities for the Ministry of
Commerce.

1 Egypt Marketing Centre: The project needed bigger disbursements i and fewer
milestones: The budgeting mechanism through grant disbursements to the
institution based on the achievement of too many activities / milestones reportedly
caused delays in project implementation and excessive administrative burden

9 Haiti: important to pay more attention at the design stage to avoid setting objectives
that are too ambitious given the existing budget and challenges to be faced and
resisting obvious overlap and duplication (e.g. similar projects implemented for the
same sector, in this case mangos).

91 Peru: This relatively small project could be used to develop a larger and longer-
term follow-up project in this country to achieve and see real impact on the ground.

9 Cariforum: Focus on one component rather than on all 3 components of the project,
given the short implementation period. Look for more market opportunities within
the project. Conduct an impact /follow-up assessment to learn from what has
worked and what has not in order to improve the products and services offered by
ITC.

1 PACT Il ACCESS: Concerted effort by management is needed in a regular
dialogue with stakeholders and their top managements to mobilise funding to
implement what has already been developed. The demand is very big out there in
countries - ITC needs to capitalise achievement and generate innovation in
processes and substance.
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3.4.9 Main problems or constraints

365. The Evaluation posed open gquestions on these issues and gathered numerous
examples in response, which the Team assessed as credible on the basis of the
connected evidence and useful. Given the nature of these examples they are presented
in the form of a list and naming the countries and (where possible without jeopardizing
confidentiality) the projects concerned without trying to consolidate or editorialize around
them. Although there is inevitably some overlap or repetition in responses to the different
open-ended questions, these have not been edited out when they shed useful light on
more than one subject. **®

Major lessons on constraints/issues

366. In all mission countries and in many other cases:

i. ITC, its services, successes and brand are too little known in developing
countries to be called upon as they should. They may be known to some experts
in trade and investment agencies in these countries, but presidents, prime
ministers, ministers of trade, commerce and investment do not know them very
well. And in some cases heads of donor agencies in-country have never heard of
ITC. Building their image at the highest levels in-country among leaders,
ministers, ambassadors and heads of development cooperation agencies (in
capitals and in developing countries) will be important for the long term prospects
of ITC.

ii. Given its resource constraints in individual countries, ITC may want to build its
local capacity in developing countries, by maintain a small team in key regional
hubs in Africa, Asia and the Caribbean - perhaps within regional economic
communities or regional development banks. This could improve knowledge of
ITC among a broader base of local actors in trade policy making and export
promotion and at the same time give ITC a better handle on the realities on the
ground in developing countries.

iii. Investment is an important element in improving the prospects for improved
export opportunities for developing countries. ITC should consider partnering with
UNCTAD and others to improve the flow of Foreign Direct Investment (FDI) to
and between developing countries.

1 Kenya NTF II: Managing risks proactively could have helped define practical and
realistic mitigation measures to put the project back on track. Need to recognize
early on critical issues that have a direct impact on achieving results and take
immediate corrective actions. Too many events happened which had a direct
impact on putting at risk the implementation- recognising early on such
shortcomings would have helped adjust the project, its logframe and RBM
Framework to focus on specific results that were achievable during the available
period of time.

1 Malawi: Adequate timeframes. As outline earlier, a minimum of 5 to 10 years was
needed to achieve the objectives.

1 SADC SCM: Manage expectations and focus on what is achievable.

195 Note: Some additional comments of relevance here were added to survey responses, particularly by JAG

members and staff, and were taken into account in drafting. After examining these comments to ensure that the
promised confidentiality can be maintained, the Evaluation Team will be prepared to make an unattributed list of
such comments available, either with the Final Evaluation report or as a follow-up.
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Uganda NTF II: There is need for donor flexibility. The lack of flexibility of the NTF
Il donor in terms of not allowing the carrying over unspent balances in the year
affected the achievement of outputs, as some activities were not implemented,

bearing in mind the projectodos | ate start.

DRC: Avoid tot al dependence on fixed
needed activities and benefits leads to unmet expectations image and a
compromised image.

DRC: UN system support is needed in managing conflict. UN and the local
authorities could have saved the project which could positively impact on
livelihoods of many people.

Senegal: ITC needs to work better with francophone countries.

NTF Il Bangladesh: Procedures and documentation requirements can be too heavy.

Evaluation Report recommended that when possible, the MoU be used to channel
funds to the field instead of going through the UNDP offices as the MoU are longer
lasting and allow for a more efficient way of managing the funds at national level.

Cambodia: In two projects the partner capacities were identified as major
constraints. In a society where the personal relationship plays a big role at work,
decision-making is sometimes difficult and corruption is at high risk. Long-term

projects require long-t er m commi t ment : | TC6s dependence

representation in country are the main disadvantages compared to other TRTA
providers.

Tunisia: Focusing on results also entails a careful selection of aid beneficiaries. The
evaluation found that the involvement of the private sector could have enhanced
the effectiveness of ITC projects.

Haiti: Critically important to select good national consultants and not to
underestimate the challenges of implementing projects in countries with very weak
institutional setting and very weak institutional capacities, especially in crisis or
post-crisis situations.

Peru: The current pilot efforts undertaken by ITC to structure its needs assessment
and project design activities will help to do this type of projects even more efficiently
in the future.

PCTP: Haiti: Presence on the ground and good local consultants who know key
institutions and end beneficiaries are crucial in Haitian conditions. Donor
coordination and cooperation are poor and there is damaging competition among
donors. Enterprises (in the formal or informal sector) are not used to working
together - this individual approach needs to be overcome when working together to
fulfil regional or international orders.

Possible better alternatives

367.

)l

T

Many i mportant responses were received
achieve the aims of this project different

Ethiopia: ITC would not try to achieve the aims of the project differently. They are

committed to continue to provide support if the private sector continues to request it.

Ethiopia: Need to recruit a local person to communicate with the beneficiary on a
face to face basis.

SADC SCM: Provide longer project implementation period and more physical follow
up with beneficiaries and partner institutions.

Uganda NTF |1
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i Benin: By working directly with local SMEs: Less workshops, more coaching and
Al earning by doingd approaches.

1 DRC: By mobilising funding to be managed by ITC and make sure at least the
planned activities are carried out.

1 DRC: In these conditions, roadblocks are in the daily routine work. More
regular high-level dialogue is needed for early detection of conflicts or project failure.

i Bangladesh: In the Leather Service Centre for Export Development project, instead
of creating a new structure/institution within the government system, project should
support creating an institution with the private sector, outsource more to private
sector. Cot e do6l voir e: From officials, do not co
this work, private sector institutions must be enabled to carry the load.

Bangladesh: automating the linkage with the 40 beneficiary companies would help.

i Tunisia: Focus on the national/regional expertise 1T (use them more) to
help/improve sustainability T Should be more in line with national priorities i Adopt
a market driven approach.

i Kyrgyzstan: Focus more on helping change the mentality of the private sector
actors.

i Haiti: Less ambitious objectives, fighting harder against uncoordinated overlap and
duplication.

i1 Peru: Anticipate the potential to develop larger project, and remain in specific
country and sector for a longer period to achieve and see real impact on the ground

i1 Peru: More direct contact with SMEs as part of this project in order to ensure the
services are delivered appropriately to them. ITC was not responsible for the
component dealing directly with SMEs.

9 Peru There should be a budget included to conduct an assessment of impact, for
lesson-learning, innovation, and accounting for results and expenditures.

1 Uruguay: Sort out any contractual issues more quickly to avoid having an
operational partner waiting. Include a budget in the project design phase that would
allow for a follow-up assessment (e.g. by external consultants).

T AAACP: Work out a detail ed c olséctobsanvolveédi on pr
Be more specific on only certain countries and partners, following up especially with
those that showed strong commitment and ownership (Partially the case in the new
EDF 10 cotton project). Moreover, expand on the south-south cooperation
component, relying more on south-south cooperation partners, who are at the same
time the major markets for African cotton.

i Cariforum: Focus on one component rather than on all 3 components of the project,
given the short implementation period. Look for more market opportunities within
the project. Conduct an impact assessment/follow-up assessment to learn from
what has worked and what has not worked in order to improve the products and
services offered by ITC.

1 PACT Il ACCESS: Mobilise funding to implement what we already developed to
capitalise achievement and respond to growing demand.

i PCTP Ethical Fashion: Started immediately with the social enterprise, instead of
going to the UN body. Involve the industry in a fair labour framework from the
beginning onwards through a pilot. Also, private sector investors should have been
brought in.
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T

Si x out of seven country mission analyses cC|
weakness, focusing on links with partners and country presence, strongly implying

that more such presence is needed. Experience in C6t e doél voi r e, and
Cambodi a, suggests that such a presence is
challenges on the ground.

The Haiti and Uruguay analyses specifically point to a need for assigned budgets
for follow-up activities after completion of projects, and this is consistent with
findings across missions on concerns for completion, follow-up and supporting
sustainability.

The need to overcome the lack of independent funding and immediate reliance on
donors was highlighted by all country analyses as a barrier on the types of projects
and their scale, contributing to the small-scale and niche nature of the ITC.

ITC would have to build up its capacity to carry out longer-term projects (more than
2-3 years) effectively.

3.4.10 Strengths, key lessons, ITC potential

Overall

368.

In response to a question as to whether ITC had proved the best agency to provide

the services required, almost all project questionnaires identified the project fitting into
| T Cobrsparative advantage compared to other TRTA providers.

)l

PCTP: Only ITC could have done this type of project. By being a bridge between
the WTO and UN, ITC is a unique provider as it focusses on poverty alleviation
through trade.

Egypt: Yes. Comparative advantage: ITC is the only agency/institution delivering
such products/services (notably e-solutions).

Kyrgyzstan: Yes. ITC does have a competitive advantage in former Soviet states,
especially with a strong pool of consultants. Other donors/organisations are not
focused on SME activities in the region.

Overalll, t he Eval uati onos di d not get an e
explicitly assessing | TCb6bs relative perforn
policy makers, strengthening TSls; and support for SME exporters to support

guantified findings on that score.

All of the mission analyses and a large majority of project reviews reports on
balance ranked technical expertise as a particular strength of ITC.

The Tanzania anal ysi sthdas lgpingits differeneedronhn oth€ré s st r e
maj or donors: The procedures are Ol ess cumb
to other donors; the organisat i on supports sectors that are

Ot her strengths menti oned i en éof wedearchingl T CO s
(Cambodi a) ; ability to deal with the privat
(Cot e dol voire); Mar ket Analysis Tools (Ethio

local and regional consultants whenever possible (Tanzania); sustainable products
(Tunisia).

The Uruguay analysis cited | TCoganisationplar t i al i
terms of potential, the report <clai med resp:¢
term devel opment cooper at i oyear goantryt pnogram agency
capacity, or instead a multilateral agency providing specialized services.
Additionally, some respondents believe ITC could build strategic alliances with
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