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Preamble

The Government of Sri Lanka fully recognizes the growing
international consensus that evaluation is an essential aspect
of good governance to improve development effectiveness,
transparency, accountahility and to support informed
decision-making. The ultimate success of the evaluation
process depends on how well planners and decision makers
use evaluation findings and lessons learned to improve palicy
formulation and planning.

Several attempts have been made in Sri Lanka to
institutionalize evaluation in its administration through
undertaking mid-term and ex-paost evaluations of selected
development initiatives. However, since most of these
evaluations were donor driven and project-oriented, findings
and lessons learned were not netwarked or integrated into the
planning process.

Further, evaluation was misperceived as a fault-finding
exercise and this, along with a lack of local demand, helped
obstruct the practice of evaluation in the country. Therefore,
to ensure a more systematic approach at all levels of
government, there is a need for the creation of strong links
between evaluations on the one hand, and palicy formulation
on the other. The importance of planning and budgeting must
also be recognized. Similarly, the availahility of evaluation
findings can help Parliamentarians and members of all
elected bodies, particularly palicy and decision makers, make
informed, evidence-based decisions.

This becomes even mare crucial in Sri Lanka at the present
time, when there is enormous potential to mave into a

period of rapid development. The evaluation process has
become extremely important due to resource constraints and
persistent development disparities.

The current monitaring and evaluation function is largely
focused on projects and on the monitoring of activities and
outputs. Inadequate attention and resources are devoted to
the evaluation of palicies, to the assessment of results, the
quality of puhlic services and infrastructure delivered, their
costs and sustainability.

The formal adoption of a National Evaluation Palicy and its
implementation would set up an enabling environment to
continuously track the progress, review performance and
fine-tune policies and projects to realize the expected results
sustainably and in a timely manner. This palicy will help
cancretize the constitutional principles of transparency and
accountability and complement the Right to Information

Act. No. 12 of 2016 and the National Audit Act, No. 19 of 2018
to foster greater Government accountahility.




1. Introduction

Evaluation is an integral part of the development management
cycle of achieving planned socio-economic objectives in a
timely and efficient manner. Even though the Government

of Sri Lanka has introduced evaluation in its public
administration, its implementation remains limited and
uneven, thus requiring a more systematic and institutionalized
approach.

As Sri Lankan aspirations grow and the country aims at higher
middle-income status and integrates further into the glabal
ecanomy, the need for high-quality infrastructure and public
services increase exponentially. At the same time, Sri Lanka

is graduating from concessianal financing and its fiscal
resources are constrained. Therefare, a more effective and
efficient utilization of public investments is imperative.

2. Purpose

The purpose of NEP is to create a conducive environment
for achieving National Development Goals through improved
policy-making, planning, budgeting, monitoring and
accountability in implementation. In addition, NEP supports
building evaluation skills and capacity across the country
by leveraging training institutions and civil society. The
implementation of the evaluation policy is an iterative and
adaptive process, requiring changes to improve application
and practice. The Policy is thus principle-based, offering the
required flexihility for implementation.

The ex-ante and ex-post impact evaluation of public palicies,
programs and projects are required to inform the priaritization
of scarce puhlic resources, guide their implementation and
maximize the development outcomes. With this aim, and to
cancretize the constitutional principles of good governance
and accountability, the Cabinet of Ministers approved the
National Evaluation Policy (NEP]) in June 2018.




3. Principles of the
National Evaluation Policy

The NEP is based on the following principles:

3.1

3.2

3.3

Managing for Development Results (MfDR] will be

the guiding principle throughout the development
pracess. The government introduced the Managing

for Development Results approach to make the public
sector more oriented towards the achievement of the
Sustainahble Development Goals which have already been
mainstreamed into the National Development Goals.

Good governance will be ensured through sharing

of evaluation information and utilization of
recommendations. The NEP aims to strengthen
transparency and accountability towards the Parliament
and citizens, in line with the Constitution. It also
strengthens internal accountability of the government
an the implementation of public policies, programs and
projects and the use of public resources. The policy aims
to support an inclusive development process aimed at
reducing poverty and inequality and emphasizes the
principle of 'no ane left behind'.

Evaluation culture will be promoted as an essential
precondition for sustainable evaluation. The NEP
provides for evidence-hased policymaking, planning

and resource allocation. To foster evaluation culture and
institutionalize it, the NEP institutes a set of incentives
to strengthen the demand for evaluation, support for the
implementation of the policy and rewards transparency
and learning.

Managing for Development
Results [MfDR] will be the
guiding principle throughout the
development process.

Good governance will be ensured through
sharing of evaluation information and
utilization of recommendations.

The NEP provides for evidence-based
policymaking, planning and resource allocation.




4. Policy Statements

Evaluation will be recognized as the most appropriate

learning and feedback mechanism for decision making.

The life-cycle of an evaluation remains incomplete until
the evaluation findings are utilized for planning and
rational allocation of resources for future development
interventions. The NEP supports and enhances the
current planning and budgeting practices through

the prioritization of affordable public investments and
expenditures with the highest socio-economic impact
and adequate readiness and implementation capacity.

Figure 1: Paolicy and Project Cycle

4.2  An appropriate institutional arrangement will

be created within the existing system to ensure
implementation of the NEP. The NEP does not seek a
fresh institutional arrangement for its implementation,
but rather seeks to strengthen the coardination and
capacity of existing departments and systems. The
evaluation function is cross-cutting and intimately
linked to the planning and budgeting function. As such,
the implementation of the NEP rests on the joint efforts

4.3

of the departments in charge of the subject of planning,
monitaring and budgeting at the national and sub
national level. This coordination will take place through
the National Evaluation Steering Committee as well

as through existing mechanisms such as the Public
Investment Committee established by the Cabinet of
Ministers. Elsewhere, dedicated steering committees
will be established to foster this integrated approach,

in line with the existing legal and regulatory framewark.
An integrated information system will support the
operationalization of the palicy, the gathering of more
camprehensive and accurate data and the collabaration
it requires. The existing institutional arrangement will be
strengthened with adequate resources and expertise.

Appropriate tools, scientific methods and information
systems will be promoted to enhance professionalism
in evaluation. A set of implementing guidelines and
standards on evaluation will be issued through circulars
to provide detailed guidance to public bodies, maintain
the uniformity, quality and reliability of the evaluation
process and ensure that evaluation will be incorporated
as a key function of relevant institutions to improve
their performance. The guidelines will notably caver the
structure of results framewarks, with corresponding
baseline data and data sources to enable their
evaluation, and provide clarity on the different evaluation
methods to be used. The sector-specific information
systems and the national integrated information system
will represent the main data sources for evaluations,
camplemented by specific surveys and external
datasets.
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Figure 2: Tools, methods and approaches for
monitoring and evaluation

Tools and
methods of
monitoring and
evaluation

Evaluation will also be addressed in craoss-cutting
development challenges especially in climate change
which affects development process, ecosystems,
community and assets in line with the country’s palicy
priorities and sector specificities. Evaluations can inform
to what extent thematic policies and projects effectively
address these challenges and propose paossible
mitigation measures.

Joint and participatory approaches in evidence-based
evaluation will be promoted for transparency, shared
responsihility, reliability and knowledge sharing.
Participatory approaches provide active involvement

in decision-making for those with a stake in a project,
program or palicy and generate a sense of ownership

of Monitaring and Evaluation (MGE] results and
recommendations. Feedback fram project heneficiaries
can contribute to learning from implementation

and allow mid-course correction, thereby improving
outcames. There are different levels and methodologies
of citizen engagement listed in Figure 3 and these will
be specified in the NEP implementation framework.

Figure 3: Classification of citizen engagement activities in

evaluations

Citizen
Consultation

Participatory
Evaluation

Social Audits

4.5

Capacity building of stakeholders engaged in the
implementation of the NEP is required. As a new policy
and nascent function, substantial awareness raising
and capacity building will be required across the public
sector, the academe and the broader public. A first step
will be to assess the existing capacity at the national
and sub national level to undertake evaluations, the
existing skills mix, and skills gap and current priority
measures to strengthen knowledge and experience in




4. Policy Statements

Allocation of adequate resources 7

for evaluation is necessary.

The cost of evaluation should
be estimated at the stage of
planning and designing of an
intervention. Accordingly, the
evaluation should be accounted
for in annual budget estimates.

evaluation. A certification program shall be developed
in cooperation with existing public-sector training
institutions and trainers will be trained prior to rolling
out the policy. On the demand side, higher education
institutions will be encouraged to introduce new
courses with a special focus on evaluation in order to
address the current and future demand for human
capital with a higher level of knowledge and skills in
evaluation. Impraving access to education and training
opportunities will produce more schaolars with required
qualifications for jobs in the field of evaluation; this will
imprave the prafessionalism in the field of evaluation,
thereby enhancing the quality and reliahility of the
process. Likewise, civil society organizations may require
capacity building to participate in joint evaluations.
4.6 Allocation of adequate resources for evaluation
is necessary. The cost of evaluation should be
estimated at the stage of planning and designing of
an intervention. Accaordingly, the evaluation should be
accounted for in annual budget estimates. For palicy
and institutional evaluations which are included in
the annual evaluation plan, evaluation costs would be
cavered by the national budget.

Evaluation information will be made available in
easily accessible modes. Dissemination of evaluation
findings is an ethical requirement associated with
accountability and legal requirements under Section
9 of the Right to Information Act (RTI], No. 12 of
2016, which mandates the proactive disclosure of all
information related to projects, i.e. feasibility studies,
monitoring and evaluation reports, etc. The proactive
disclosure of public investments has limitations due
to the absence of a central, comprehensive repasitary
of project information. A web-based integrated puhlic
investment management and evaluation information
system will therefare be established to enhance public
access ta evaluation information. This database will
notably capture project appraisal, mid-term reviews
and evaluation reports which have been reviewed and
validated by the National Evaluation Committee. In
arder to improve accountability, synthesized evaluation
reports will be submitted to the Cahinet of Ministers
on an annual hasis. The evaluation reparts will also

be submitted to the Auditor General, facilitating
perfarmance audits.




5. Goals of the National Evaluation Policy

5.1

5.2

Enhance evidence-based decision-making and
planning. The NEP aims to inform the formulation of
public policies and the design of projects hased on the
results and data of the ex-ante evaluation and ohjective
feasibility studies. Policy and project implementation
will be strengthened by mid-term reviews. In case of
significant increases in the cost of the project or a
decrease in the demand for the service, the feasibility
study will need to be updated to inform the project’s
restructuring. The result of the ex-post evaluation of
the paolicy or project results and of the implementation
capacity of the respective institution will inform the
planning and priaritization of future interventians.

Ensure relevance, efficiency and effectiveness in
resource utilization and sustainability of development
results. Every evaluation will assess the dimensions

of relevance, efficiency and effectiveness. In the case
of public services, the effectiveness will be measured
by the accessihility and quality of such services. The
evaluation of policies and projects aims to ascertain
the relevance of the intervention and its cantribution to
national development priorities and policy objectives,
by analyzing the theory of change. A more stringent
ex-ante and ex-post evaluation of public investments
and projects will help to improve the allocative and
operational efficiency of scarce public resources.

For major programs and projects, the evaluation will
include an options analysis to determine the most
effective and efficient solution to achieve a given palicy
or development ohjective. Based on the nature of the
intervention (economic or sacial] different evaluation
technigues will be used to take into account the total
casts and benefits (including non-manetary] of the
public intervention and assess its efficiency. Evaluation
findings will gather the evidence required to determine
whether policies, projects, and programs are achieving
their intended development results and support the
adoption of alternative strategies when evidence
suggests that results are not being achieved. The
sustainahility of the intervention is essential and covers

different dimensions to be considered by the evaluation,

Ensure relevance, efficiency
and effectiveness in resource
utilization and sustainabhility
of development results. Every
evaluation will assess the
dimensions of relevance,
efficiency and effectiveness. In
the case of public services, the
effectiveness will be measured
by the accessibility and quality of
such services.

Ensure transparency and accountability
at all levels of results-delivery. The public
service delivery chain of the public sector
including public enterprises involves many
steps and stakeholders.




S.

5.3

5.4

Goals of the National Evaluation Policy

including economic and financial sustainability, 5.5 Create an evaluation culture in the country. The
environmental and climate sustainahility as well as NEP aims to promote an evaluation culture in the
institutional sustainahility, especially in the case of country rooted in citizens creating demand through a
public enterprises or agencies. combination of awareness raising and incentives.

A culture of evaluation deliberately seeks out empirical
Ensure transparency and accountability at all levels evidence on intervention outcomes and integrates
of results-delivery. The public service delivery chain of lessons learned in executing corrective policies,
the public sector including public enterprises involves prioritizing policy interventions and in formulating
many steps and stakeholders. This creates information projects and programs. To this end, the NEP will
asymmetry and efficiency challenges, which external acknowledge evaluations as a management tool and a
evaluations could be used to address. A result-focused mechanism for tolerating and learning from mistakes
evaluation can help strengthen transparency and rather than as a fault-finding mission and will reward
accountability within the administration all along the and showcase efforts to improve performance. The NEP
service delivery chain and inform simplification and will identify and stimulate leadership, commitment and
corrective action. It can also enhance the external capability of senior management and also strengthen
accountability of public service providers and public organizational support structures to promote a culture
enterprises to policymakers and the Parliament. Such of evaluation.

evaluations need to assess the access and guality of
public services based on feedback fram the users of
public services, in the absence of a direct market signal.

Promote best practices and lessons learned while
minimizing failures and negative impacts of policies,
programs and projects. The NEP will encourage the
dissemination of lessons learned based on evaluation
experiences with projects, programs, or policies which
extrapolate fram the specific circumstances to broader
situations to support and nurture knowledge sharing
both within and outside the arganization. By daing so,
the NEP will provide policy and decision makers with
the credible and useful information needed to issue
carrective policy directives, help planners to priaritize
and formulate affordahle, high-impact and viahle
projects and encourage programs and managers to
effectively and efficiently implement them. The optimum
involvement and ownership of these stakeholders in the
evaluation process and findings is therefore critical.




6. Applicability and Scope

The NEP encompasses all policies as well as projects and guidelines an evaluation as specified by the donar can be
programs that are implemented at the national and sub applied in line with national guidelines on evaluation.
natianal level in Sri Lanka. In addition, the NEP will alsa focus

on evaluations of public institutions responsible for the While sharing the above general principles, important
implementation of public projects and programs, including differences between evaluation of public paolicies and
Public Enterprises. In respect to donor-funded projects, institutions and evaluation of programs and projects will be

acknowledged separately.

Figure 4: Coverage and applicability of the National Evaluation Palicy

Evaluation Public policies and institutions Programs and projects
arrangements
Methodalogy National Bevelopment Plan, sector palicies, Visian/sectoral policy/PIP/NPD guidelines
MfDR and SDGs and results framewark
Responsihility Palicy formulation, financing, implementing, Planning, financing, implementing
monitaring and evaluation entities monitaring and evaluation entities
Coverage Public and private service providers cavered by Programs, projects, stakehaolders and
the palicy and citizen beneficiaries
Programming and National Evaluation Plan/focal point for Included in the TEC and annual budget/
funding evaluation functions National Evaluation Plan
Type Ex-ante impact assessment/ex-post evaluation Appraisal, mid-term review and ex-post
evaluation

National and sub national level, relevant line ministries and implementing agencies }

6.1 Evaluation of public policies and institutions: The expected to cover the following dimensions: relevance,
evaluation of public policies and institutions can be efficiency, effectiveness, impact and sustainability.
cross-cutting or sector specific. The scope of the palicy
evaluation varies but can be very large and resource- ° Relevance is assessed against the national or sectoral
intensive as it covers both the supply and the demand socio-economic development priorities as established
side as well as all stakeholders contributing to its in the country’s vision, national development plan,
objectives, whether they are public or private service international agreements, and sectar strategy or budget

providers [e.g. health or education). The evaluation is speech. Natahly, it entails the relevance of the palicy’s




6. Applicability and Scope

The NEP encompasses all
policies as well as projects and
programs that are implemented
at the national and sub national
level in Sri Lanka.

Evaluation of public policies and
institutions: The evaluation of public
policies and institutions can be cross-
cutting or sector specific. The scope of the
policy evaluation varies but can be very
large and resource-intensive as it covers
both the supply and the demand side as
well as all stakeholders contributing to

its objectives, whether they are public or
private service providers.

objectives and indicatars, its scope and inclusiveness,
and the proposed intervention logic and implementation
arrangements.

Efficiency is assessed by comparing the means with
the expected results of a palicy, to identify the most
cost-effective solution, and thus may require a budget
impact assessment. For policies which impact directly
the citizen or the private sector, it is recommended to
evaluate the expected compliance costs and take these
into account in the option and efficiency analysis. This
helps ensure that the means are commensurate with
the aims. Relevance and efficiency are evaluated ex-
ante and ex-post.

Policy effectiveness is evaluated during implementation
and again at the end, to determine to what extent it

is achieving the expected results, at what pace and at
what cost (financial, human resources, administrative
or compliance), and to see if there are unintended
consequences (positive or negative externalities]. Such
evaluation incarporates feedback from stakeholders
and beneficiaries and can inform carrective action when
necessary.

The sustainability of a policy is assessed from a
financial, institutional and environmental/climate
perspective, both ex-ante and ex-post.

Impact evaluations are done ex-post and are often
resource intensive. They aim to take into account
the counterfactual and compare a situation with and
without policy/project.

Evaluations of institutions will take into account the
Annual Action Plans and reports prepared by ministries
and agencies, in line with financial regulations. The
evaluations of State-Owned Enterprises will take inta
account the Statements of Corparate Intent and their
annual reparts and financial statements.




6.2

Evaluation of programs and projects: Public
investments are a key econamic palicy tool for fostering
sustainahle socio-economic development. Yet, the
impact and efficiency of public investments have been
sub-optimal as evidenced by important implementation
delays and efficiency gaps. A more stringent ex-ante
and ex-post evaluation of public investments and
projects can help improve the allocative and operational
efficiency of public investments by informing the
priaritization of affordable programs and projects which
are economically and financially sustainable and boast
the highest strategic relevance and socio-economic
impact. The evaluation of programs and projects will
caver the same dimensions of relevance, efficiency,
effectiveness, impact and sustainability.

Project and program evaluation will cover the project
cycle and include ex-ante evaluations and project
appraisals, including the necessary feasibility studies,
in line with the specific guidelines and thresholds
issued by the department in charge of planning.

The evaluation will take into account the respective
thematic or sector strategies, the Public Investment
Program as well as each program and project’s specific
development objectives and results framework. Ex-ante
evaluations and appraisals, therefore, need to ensure

a robust results framework with specific, measurable,
appropriate and time-bound indicatars specifying the
baseline and data sources/responsibility. Program and
project appraisals are expected to cover the elements
specified in figure 5.

Figure 5: Elements of a project appraisal repart

In addition to ex-ante project appraisals, the NEP will
provide directives on canducting a basic completion
review and an ex-post evaluation to assess whether

a project was delivered as agreed, on time and
according to budget. Major departures from the
planned implementation time table, budget or

design should be identified and the reasons for these
departures explained. The extent to which any risks
that materialized had been foreseen and whether risk
management plans and mitigation measures were
adequate should also be considered. Any lessons for
improved design or implementation of similar projects
in the future should be identified and recommendations
should be taken in to account when designing future
interventions. The NEP will establish institutional
arrangements needed to ensure that lessons learned
feed into the planning of new projects.

Foreign-funded projects will also take into account




7.

Implementation of NEP

The implementation of this national palicy is one of the duties
and responsibilities of all line ministries, Provincial Councils,
Local Autharities and other public institutions/enterprises, in
line with their respective legal and regulatary frameworks. A
national evaluation plan which would be a three-year rolling
plan updated annually, will be designed based on priaritization
criteria to be established in the guidelines.

71

71.1

7.1.2

Institutional arrangement and responsibilities:

The Department of Project Management and Maonitaring
(DPMM] will be the National Focal Point to implement
the NEP. The BPMM in consultation with the subject
ministry will:

Pravide leadership, guidance, and support for the
implementation of the NEP at national, provincial and
local autharity levels.

Facilitate capacity building of all relevant institutions for
planning and monitaring and evaluation for professional
evaluations.

Set ethics, standards, and guidelines to ensure the
quality of evaluation.

Review the implementation of the NEP in collaboration
with line ministries and other relevant institutions.

Encourage the use of findings and recommendations of
evaluations in decision-making and palicy formulation.

Report important findings that arise from evaluations to
the Cahinet of Ministers to facilitate informed decision
making.

A National Evaluation Steering Committee (NESC] in
collaboration with the agencies involved in planning,
financing and implementation at national and sub
national levels will be established to guide, facilitate and
to play a role as stipulated in the National Evaluation
Framewark to ensure the smooth implementation of the
NEP.

Figure 6: NEP implementation arrangement




8. Definitions

Accountability

Conducted in compliance with agreed rules and standards or
to report fairly and accurately on performance results vis-a-
vis mandated roles and /or plans.

Appraisal

An overall assessment of the relevance, feasihility and
potential sustainability of a development intervention prior to
a decision of funding.

Evaluation

The systematic and objective assessment of an angoing
or completed project, program or policy, its design,
implementation and results.

Ex-ante Evaluation

An evaluation that is performed before the implementation of
a development intervention.

Ex-post Evaluation

Evaluation of a development intervention after it has been
completed.

Evaluation Culture

A pro-active approach that seeks continuous improvements,
transparency and accountability through evaluation.

Evidence-based Decision-making

A process for making decisions about a program, practice, or
palicy that is grounded in the best available research evidence
and informed by experiential evidence from the relevant field.

Joint Evaluation

An evaluation in which different donor agencies and/or
partners participate together with the recipient country.

Managing for Development Results

A management strategy focusing on performance and
achievement of outputs, outcomes and impact.

Monitoring

A continuing function that uses the systematic collection of
data on specified indicators to provide management and the

main stakeholders of an ongoing development intervention
with indications of the extent of progress and achievement of
objectives and progress in the use of allocated funds.

Mid-term Evaluation

Evaluation performed towards the middle of the period of
implementation of the intervention.

Participatory Evaluation

Evaluation method in which representatives of agencies
and stakeholders (including beneficiaries] work together in
designing, carrying out and interpreting an evaluation.

Program Evaluation

Evaluation of a set of interventions, marshaled to attain
specific global, regional, country, or sectar development
abjectives.

Project Evaluation

Evaluation of an individual development intervention designed
to achieve specific ohjectives within specified resources and
implementation schedules, often within the framework of a
broader program.

Stakeholder

Agencies, organizations, groups or individuals who have a
direct or indirect interest in the development intervention or
its evaluation.

Sustainability

The continuation of benefits from a development intervention
after its completion; encompassing different dimensions, such
as financial, environmental and institutional sustainabhility.

Subject Ministry

The ministry in charge of the subjects of manitoring and
evaluation.

Other Institutions/ Organizations

Agencies, State-0Owned Enterprises, private firms, Non-
Governmental Organizations.
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