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Executive summary

Background and context

1. In November 2016, the Executive Board approved a transformative package of

instruments and actions known as the Untegrated Road Map
strategy, programme structure, financial management and reporting, transforming its ability to

help countries achieve the Sustainable Development Goals (SDGs) by 2030, prioritizing S DGs 2 and

17. The IRM links four interrelated corporate components Z the Strategic Plan (2017 z2021), the

Policy on Country Strategic Plans, the Financial Framework Review and the Corporate Results

Framework (2017 z2021). The transformation is taking place a t a time of renewed impetus for the

United Nations reform process.

Evaluation features

2. The strategic evaluation described in this summar:
process of learning from its initial implementation of elements of the IRM and the UYpioneerA
Country Strategic Plans (CSPs) (table 1). It took place between January and July 2018.
TABLE 1: FOURTEEN PILOT CSPs AND INTERIM CSPs
EB session Wave Regional bureau
Bangkok Cairo Dakar Johannes -burg Nairobi Panama
EB.1 Original Bangladesh Zimbabwe Colombia
Feb. 2017 pilots Indonesia
EB.1 Other Wave |China Ecuador
Feb. 2017 la Lao Dem. Rep. El Salvador
EB.A Wave 1b Sudan* Cameroon Mozambique
June 2017 Lebanon Namibia
Tanzania
* Interim CSP.
3. The evaluation focused on: progress towards the intended organizational change set out

in the CSP policy and the other documents of the IRM; the extent to which WFP headquarters and
regional bureaux worked effectively to develop the CSP framework and provided adequate
support to cou ntry offices in the formulation and implementation of the 2017 CSPs; country -level
factors exerting positive or negative influence on achievement of the intended organizational
change; whether WFP adequately captured and used lessons from the formulation a nd
implementation of the CSPs; opportunities and risks encountered; and the likelihood that WFP will
achieve the intended organizational change through the CSPs. The forward  -looking topics reflect
the conduct of the evaluation at an early stage of the tran  sition process combined with the long -
term objectives that the CSP framework is expected to achieve.



Figure 1: Thematic overview of the theory of change
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4. Both the data analysis framework and the evaluation report were structured to focus on

ten organizational outcomes ! that summarize the core purpose of the CSP policy and related
initiatives under the IRM. These outcomes are the result of organizational innovations
(representing relevant elements of the IRM) and organizational change processe s, as illustrated in
figure 1.2 The presentation of the findings below refers to each of the ten outcomes. The data
collection process included visits to nine countries and four regional bureaux; desk reviews with
telephone interviews for a further six cou ntry offices and two regional bureaux; analysis of
administrative data; a document review; and an online survey of WFP staff at all levels. Interviews
were conducted with over 400 people, 59 percent of whom were women and 33 percent of whom
were from other stakeholder organizations. Figure 2 illustrates the countries covered.

Implementation of the CSP framework

5. Despite its dual humanitarian and development mandate, in recent decades WFP has
focused more on short -term humanitarian operations. Like its humani  tarian work, its operations
to promote resilience were implemented through a range of mostly short -term projects without a

formal coordinating strategy at the country level. The CSP framework represents an explicit
commitment to strategically driven perfor mance management in pursuit of the SDGs as part of
the wider United Nations community.

! The ten outcomes were identified in consultation with the internal reference group established for the evaluation
(consisting of divisions at headquarters and all regional bureaux).
2 The evaluation did not assess the links between organizational outcomes and organizational impact.



Figure 2: Countries covered by data collection
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6. As core instruments in the implementation of the WFP Strategic Plan 2017 72021, CSPs

prioritize: SDG 2 on achieving zero hunger, and SDG 17 on partnering to support implementation

of the 2030 Agenda for Sustainable Development z while contributing to other SDGs in accordance

with national circumstances and priorities. The CSP
programmatic and governance instrument in the country for up to five years and will replace the

current collection of project documents.

7. The CSP policy recognizes the humanitarian -development nexus (which is now understood
to encompass peace as well) and the i mportance of [
holistic and strategic document while also improving its response in emergency and crisis

situations. CSPs provide a line of sight from resources to results and map results to relevant SDG
2 and SDG 17 targets.

8. WFP now supports country -led national zero hunger strategic reviews (NZHSRs) z inclusive
consultative exercises providing ¢ omprehensive analysis of the challenges faced in achieving SDG
2. NZHSRs aim to provide context for the design of CSPs. Wherever an NZHSR has not been
completed, WFP operations will be delivered through an interim CSP (ICSP). To ensure that as
many country offices as possible are functioning under the IRM framework by the end of 2018, 28
will have transitional ICSPs, ® pending the development of full ICSPs and CSPs. A more flexible
approach to implementation was introduced in April 2017, and by the end of 20 18 57 percent of
WEFP country offices are expected to have CSPs or ICSPs (figure 3).

3 The CSP framework consists of CSPs, ICSPs, transitional ICSPs and limited emergency operations, the last of which are
outside the scope of this evaluation



Figure 3: Number of country
ICSPs by the end of 2018*
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9. The introduction of the IRM has required organizational changes at all levels of WFP. To

facilitate the monitoring of progress, IRM dashboards and tools have been developed. In addition,
WFP has provided regular updates to the Executive Board and is engaged in an ongoing process
of lesson learning and review of procedures, tools and guidance.

Findings
10. Alignment with national policies and priorities.
each country, l inked to an NZHSR,

has

The introduction of a CSP or ICSP in

gener al

national policies and priorities. Continuing commitment will be required to sustain that alignment.
While serving their nati onal purposes, many NZHSRs have also been important foundations for
CSP design. Some, however, have failed to meet the standards set, and the scope of others has

been too narrow. The feasibility and value of NZHSRs

aligning WFPAs work
security conditions of each country.

11. Harmonization with United Nations entities and processes.

United Nations reform initiative, which is expected to strengthen UNDAFs significantly. Thes

Z and the challenges of identifying and

w hatuhally waayt withotime s&e¢onomio, Ipdliticdl @&nd food
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Alignment of CSP and ICSP
cycles with those of United Nations de velopment assistance frameworks (UNDAFs) has been
partially achieved: just 45 percent of the 29 CSPs and ICSPs approved in countries with UNDAFs
terminate on the same dates as their corresponding UNDAFs. Harmonization clearly goes beyond
aligning cycles, and many United Nations and WFP staff interviewed for the evaluation saw
potential for increased harmonization through the CSP process in the context of the current

changes might ultimately lead to closer integration of CSPs with UNDAFs and of NZHSRs with

national policy review processes.

12. Maintaining and enhancing emergency response capacity.

A key intended outcome of

the CSP policy is to increase the efficiencyand ef f ect i veness of
strong systems for emergency response. Valuable experience was gained from the response to
floods and a later large -scale refugee influx under the Bangladesh CSP. Although the response to
the crisis in Ban gladesh was not delayed, available data on the initial emergency responses under
other CSPs suggest that the CSP framework has increased the time required to obtain approval of
funding for such a response. Procedures have therefore been improved to speed u

iv
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of CSPs. CSPs are seen as emphasizing WFPAs commit me
capacity and strengthening WFPAs ability to integrat.
resilience efforts.

13. Links between humanitarian and de velopment work.  The three focus areas of CSPs 7

crisis response, resilience -building and response to the root causes of vulnerability Z reflect the

organi zationAs commi t ment t o combining humani tarian
mutually reinforcing way s that should reduce the need for humanitarian interventions and enable

national governments in countries where recurring crises are caused by natural phenomena to

handle them on their own. Nevertheless, CSPs do not quickly transform WFP's work or funding.

Some WFP work in the development sphere, such as food assistance for assets, is already well

established z although CSP frameworks should make it more effective. CSPs do not eliminate the

need for WFP staff to have capacities and skills in new areas of in  tervention and new approaches.

WF P As organizational readiness strategy and tool kit
restructured workforce needed for successful CSPs. Another pre  -existing challenge is convincing

donors to fund WFP Asndtherookcauses ofividnerabllity.e nc e a

14. Predictability and flexibility of resource allocation. WFP expected funding to be more
readily available for use at the CSP strategic outcome level or across the CSP as a whole. To date,
there has been little progress towards these objectives, which depend on donor policies and
decision making and are bound to take time. Recent data show that, of 241 grants to WFP
countries operating under the IRM framework, 90  percent of total funding was earmarked for use

at the CSP activity level, a figure similar to pre -IRM estimates (Figure 4). In addition, although some
donors have extended the period during which WFP could make use of their contributions, this
often reflects a general evolution in their policies rather than a reac  tion to the CSP approach. So
far, confirmed commitments for multi  -year funding for 2018 represent just 22  percent of the total
commitments for all countries over the same period and 20 percent for CSP/ICSP countries. Short -
term funding continues to pose mu ltiple longstanding challenges to country office capacity and
performance, as documented in other evaluation reports.

Figure 4: Percentage of total funding by level of allocation
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15. Visibility and communication. Through the CSPs, governments, development p artners

and other stakeholders have a greater understanding o
the broad engagement undertaken through the NZHSR pr ¢
the country level. There is little evidence, however,that as a result governments ar e
involving WFP in policy and programme dialogue across the humanitarian  zdevelopment
spectrumj, an objective of the CSP policy. WFP is dev
for country offices, and annual cou ntry reports should help to sustain momentum and keep WFP



visible. Better visibility and communication depend on comprehensive performance monitoring
and increase opportunities for scrutiny of WFP performance.

16. Gender and other cross  -cutting issues. The CSPpolicy does not make new commitments
on gender or other cross -cutting issues but does say that they will be incorporated into CSPs and
addressed in |Iline with WFP policies. Beyonduttmgnder , i

issues are. Intens ive work has been done to ensure that gender is appropriately addressed in
CSPs. There has been no comparable effort for other cross -cutting issues. The challenge that
remains in preparing, implementing and monitoring CSPs is to move beyond the quantitativ e
aspects of gender (and other cross -cutting issues) into substantive transformational action.

17. Transaction costs. In the intentionally rapid transition to CSP structures and systems, not

all constituent elements of those structures and systems and their co rresponding guidance were
ready when needed. Pilot initiatives inevitably encounter problems and, unsurprisingly, country
office transaction costs rose as the new arrangements were introduced. Yet the strain on systems

and staff was heavier than it needed to be because of inconsistency and gaps in coordination.
Following a year of learning in 2017, administrative systems and procedures are in the process of
being fully standardized or stabilized within the CSP framework. It is too early to judge the long -
term impact of CSPs on transaction costs, especially as several parts of the new system are still
evolving. Recognizing these challenges, WFP has embarked on a drive to simplify procedures,
including those related to CSP preparation and approval processes.

18. Partnerships. T h e CSP policy i s wel | aligned wi th WEF |
partnerships. The preparation of CSPs has generally created good opportunities for country offices
to engage with existing and potenti al peardfnes aciadt yne

approach advocated in CSP guidance has not gained much traction. The introduction of CSPs has
stimulated private -sector partnerships in several countries. It has strengthened collaboration with
the other Rome -based agencies, particularly the Food and Agriculture Organization of the United
Nations. The main hope of implementing partners (often non  -governmental organizations) is that
CSPs will lead to longer contracts, but there has been limited progress on this so far. It remains to
be seen how the initial promise of the CSP process will translate into a sustained increase in the
scope and value of existing and new WFP partnerships, particularly more strategic partnerships
(including the private sector). Much will depend on the effective integra  tion of partnership,
profiling, communication and resource mobilization strategies.

19. Performance management, reporting and accountability. CSPs are intended to
articulate the links between resources and results more clearly, which is expected to lead to a
focus on high -level results (strategic outcomes and above) and greater accountability to
stakeholders. The implementation of country operations management plans and country portfolio
budgets will support this process, together with a revised corporate resul ts framework, which will
be presented to the Executive Board in November 2018. There have been delays in revising the
current corporate results framework to support these intentions. Longstanding challenges persist

in the development of, and training on, a ppropriate indicators for qualitative matters such as
capacity strengthening. Undicators for WFPAs stildl ma
to Strategic Results 528, require further refinement. The existing corporate results framework
was used for reporting on performance in 2017; comprehensive reporting on CSPs that focus on
capacity strengthening and policy support using the revised and tested corporate results
framework will be possible from 2019. Annual country reports linked to corpora te results
framework outputs have been launched. Progress is being made in determining the role of the

4 These relate to WFP Strategic Goal 2: Partner to support implementation of the SDGs (SDG 17) and involve capacity
strengthening, policy support, access to funding, knowledge -sharing and partnerships.
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mandatory mid -term reviews and in designing country portfolio evaluation approaches that can
demonstrate WFPAs contributi ohostintCBPsfP he strategic outc

Conclusions

20. Conclusion 1. Adopting CSPs as the framework for planning, managing and delivering

WFPAs contributions to the achievement of zero hunger
stage of implementation, the contribution of the CSP to the intended organizational ou tcomes has,

on balance, been positive, but it varies significantly across the ten organizational outcomes

revi ewed and across countries. The CSP process has o
national policies and priorities. CSPs have not yet made WF P more effective in achieving its gender

equality goals and tackling other cross -cutting issues. So far, there is no evidence that CSPs have

i mproved WFPAs capacity to respond to sudden onset em
may strengthen long -term efforts to build resilience and tackle the root causes of vulnerability,

and CSPs have strengthened the focus on capacity strengthening, highlighting the human

resources challenges that WFP faces. Overall, achievement of the intended long -term

organizat i on al change is not yet assured and wil/| depend
control in a dynamic global policy environment, including the response of donors and partner

governments and the results of the United Nations reform process.

21. Conclus ion 2. By building on a comprehensive review of national needs, the CSP has often

helped WFP move to a new strategy and approach at the country level. It has also offered WFP
opportunities to move from 3deliverer:; ty and ona bl er j
develop better conceptual links between humanitarian and development work. Yet the conceptual

and structural improvements of the CSP approach do not automatically create stronger

operational linkages or ensure the implementation of plans. The mov e to new ways of working

poses the challenge of maintaining expertise in humanitarian response while convincing partners

that WFP is able to work effectively in other areas to address long -term issues. Working in these

areas will require the development of  strategic partnerships, especially with the other Rome  -based

agencies but also within the broader United Nations family and beyond.

22. Conclusion 3. CSPs have not yet resulted in the expected gains from the increased
transparency and accountability that the  framework offers, specifically a move to more flexible
and predictable funding. The development of an effective performance management system has
not kept pace with the other components of the IRM. Such a system is necessary if WFP is to
demonstrate the be nefits of the CSP approach with a view to influencing donor behaviour in the
long term.

23. Conclusion 4. It is impossible to say whether a more gradual reform process would have
made a stronger contribution to achieving the intended organizational outcomes in the long term.
But the high speed at which the elements of the IRM have been implemented has heightened the
challenges of coordination, staff capacity strengthening, learning and the application of lessons
learned. These challenges have not been fully ove rcome. This has led to increased transaction
costs and a heavy burden at all levels of the organization. Many of these issues have been caused
by the transition itself and are short term. Ongoing efforts to simplify processes across the whole

of the IRM fr amework must address the
long-term issues.

24, Conclusion 5. In responding to national needs, WFP recognizes that one size does not fit
all: CSPs need to be flexible and diverse in implementing the Strategic Plan (2017 z2021) in multiple,
shifting circumstan ces. A major positive feature of the CSP process has been the ability to better
align WFP work with national priorities. Operational and administrative standardization around

5 The first country portfolio evaluations of CSPs wi Il start in 2019.
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core systems and procedures is also essential, however, and has not yet been full  y achieved. WFP
therefore needs to balance flexibility and standardization (not uniformity) in CSP design and
delivery while maintaining the ability to adapt CSPs to shifts in the national and global policy
environments and institutional frameworks in whic ~ h it operates.

25. Conclusion 6. The task of introducing and stabilizing CSPs and their supporting systems
is far from complete, and multiple adjustments lie ahead. If 2017 was the year of learning, 2018
represents the finalization of the roadmap and the begin  ning of the journey. By the end of 2019,
all countries will have moved to the CSP framework, and by the end of 2020 the first CSP cycle will
be completed. All of this is taking place against a backdrop of uncertainty and change in the
humanitarian context, donor strategies and United Nations reform. Years of intensive, focused
commitment at all levels of the organization will therefore be needed to achieve the goals of the
IRM and the CSP policy.

Recommendations

Management of the CSP framework

Recommendati on 1(a): From now until 2021, mainstream IRM -specific structures while
strengthening all existing structures to ensure effective coordination of the IRM and effective
operationalization of the CSP approach in a transparent and inclusive manner. (IRM Steeri ng
Committee; IRM Implementation Office (IRMO); Executive Management Group).

1 Maintain implementation of the CSP framework as a top management priority for WFP

until the end of 2021.

1 Continue to dedicate senior staff time to CSPs at headquarters and the regional
bureaux.

1 Ensure the continuation of an active, carefully coordinated effort to optimize the
efficiency and complementarity of all relevant systems and procedures, as well as t he
ongoing strategic monitoring of the fitness of the current CSP model for its many diverse
purposes.

Recommendation 1(b): By the end of June 2019, strengthen the process of systematic learning
from the implementation of the CSP framework and strengthen implementation process
monitoring to support learning across all areas. (IRMO; Policy and Programme Division (OSZ);
Performance Management and Monitoring Division (RMP); Partnerships and Governance
Department (PG); Nutrition Division (OSN); Office of Evalu ation (OEV); regional bureaux; country
offices).

1 Incorporate high -level elements of the CSP monitoring system and the existing
performance management system.

1 Systematically monitor the development of partnerships.

1 Strengthen the capacity of country offices to learn from their experiences and adapt as
necessary.

1 Encourage the exchange of information and experience from country office to country
office and from regional bureau to regional bureau.

Recommendation 1(c): In the first quarter of 2020 carry out a comprehensive review of
experience with the CSP format and systems to generate recommendations for improving the
CSP framework and other elements of the IRM. (IRMO; OSZ; Strategic Coordination and Support
Division (STR); PG; OSN).

1 The review should cover a full implementation cycle of the pilot CSPs (which will include
the formulation of the second -generation CSPs in the pilot countries).

viii



1 The review should build on all existing efforts, including those of the regional bureaux.

1 The process should be linked to the mid -term review of the WFP Strategic Plan
(2017z2021).

1 The review should focus on areas that are relatively difficult to assess, such as alignment
with national priorities and the development of strategic partnerships. It should also includ e
updates on the extent and nature of the earmarking of contributions and the alignment of
CSPs with UNDAFs (in terms of both content and cycles).

CSP processes and guidance

Recommendation 2(a):  Building upon existing efforts, ensure that the simplificati ~ on process is
complete by 1 January 2019. (IRMO; OSZ; Emergency Preparedness and Support Response
Division (OSE); Gender Office (GEN); PG, Resource Management Department (RM).

1 Ensure that country offices have systems that are fit for purpose.
1 Reduce transaction costs as far as possible.
1 Keep staff workloads within acceptable limits.

Recommendation 2(b): By the end of the first quarter of 2019, update existing guidance related

to the development and implementation of CSPs and prepare a single and comp rehensive set
of new guidance that reflects the need to undertake differentiated processes according to
national context. (IRMO to coordinate; other units at headquarters including OSZ, RMP, PG,
OSN, OEV).

9 All existing guidance related to the implementation of the CSP framework and the WFP
Programme Guidance Manual should be replaced by a new comprehensive CSP manual
that will guide all aspects of the formulation and implementation of CSPs.

1  WEFP should now confirm that the CSP is a dynamic model and that the next generation
CSPs (and their supporting procedures, notably NZHSRs) may vary more according to local
conditions z while all adhering to core systems that facilitate standardized management,
monitoring and reporting procedures. All guidance should specify what is mandatory,
where there should be flexibility and where waivers can be obtained.

1 NZHSR processes should better reflect national needs and provide opportunities to use
the approach in areas beyond SDG 2.

1 There should be a light option for the mandatory mid -term review for countries with
CSP cycles of less than five years.

1 Mid-term review and country portfolio evaluation processes should be aligned in
sequence and method.

1 Guidance should take the United Nations reform process into accou  nt, and the revision
of guidance should be designed accordingly.

Recommendation 2(c): By the end of the first quarter of 2019, define cross -cutting issues and
provide guidance on how to address them in the context of CSPs. (GEN; OSZ to define
cross-cutting issues; OSN and other units depending on how the issues are defined.)

1 Review the WFP policy compendium and streamline it to reflect the findings and
recommendations of recent OEV policy evaluations.
91 Incorporate gender equality and other cros  s-cutting issues in all other CSP guidance.

United Nations reform

Recommendation 3(a): Continue strong engagement with the United Nations reform process
and participate in the practical work of developing a new generation of UNDAFs, including by




introduc ing WFP innovations and experiences into the process. (STR; United Nations System,
African Union and Multilateral Engagement (NYC), Rome -based agencies and Committee on
World Food Security (PGR)).

9 Tailor lesson -learning documents to United Nations reform  work streams, especially
those related to developing the new generation of UNDAFs.

1 Options may include joint country strategic reviews and planning with the Rome -based
agencies and possibly other United Nations entities, or the whole United Nations country
team.

Recommendation 3(b): By mid-2019, develop strategies to ensure that all CSP cycles match
UNDAF cycles as quickly as possible. (Regional bureaux; country offices; OSZ; NYC; PGR).

1 For each ongoing CSP that does not match the corresponding UNDAF  cycle, examine
opportunities to shorten or extend the CSP cycle to align with that of the UNDAF.

1 Include a short section on the strategy for UNDAF alignment (or an explanation for the
absence of such a strategy) in all concept notes for CSPs.

Monitoring a nd reporting performance

Recommendation 4(a): By the second quarter of 2019, ensure that the comprehensive system
for monitoring and reporting performance is aligned with the revised corporate results
framework (RMP).

I Gender-responsive monitoring and reporting systems based on a revised corporate
results framework should be tested. Once confirmed workable, they should be adopted by
country offices after adequate training and should be in place to support the
comprehensi ve monitoring and reporting of all CSP results.

1 Inthe meantime, WFP will need to confirm to donors and other stakeholders that it will
not be able to report in full on all activities under certain CSPs for the first one or two years
of implementation bec ause indicators and a supporting methodology were not in place
when the CSPs were launched.

Recommendation 4(b): By mid-2019, ensure country portfolio evaluations are at the centre of
the performance management system t o centrisution &
development results. (RMP; OEV; RMB; PG.)

1 OEV to review and revise the current country portfolio evaluation model and adapt it to
CSPs

(by end 2018).

1 Ensure the sustainable financing of country portfolio evaluations.

1 Introduce arating system in country portfolio evaluations that gauges CSP performance
in terms of contribution of CSP activities to strategic outcomes.

1 Incorporate the results of country portfolio evaluations into annual performance
reporting using the rating system.

Funding

Recommendation 5: By mid-2019, address constraints on more flexible and predictable
financing. (IRMO; PGB; Government Partnerships Division (PGG); RM).




To ensure more flexible and predictable financing, WFP should:
1 Undertake strategic dialogue with the Executive Board on multilateral funding and
earmarked funding.
1 Strengthen engagement with donors on adapting to the new model.
1 Make greater effort to demonstrate the gains in efficiency and effectiveness that
predictable and flexible funding deliv ers in the context of the long -term CSP framework.
1 Make special efforts to reduce earmarking by strengthening staff negotiating skills.
1 Setclear and time -bound targets for more flexible and predictable funding.
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1. Introduction

1.1 Evaluation Features
1. This strategic evaluation comes at a critical time  for WFPin its process of learning from the
initial implementation of its Integrated Road Map (IRM), and specifically from the pilot country

strategic plans (CSPs) The country strategic plans are a core component of the Integrated Road
Map and represent a new way for WFP to structure, plan, fund and manage its work. The
evaluation complements the ongoing process of learning with an impartial in -depth assessment
of the country strategic plan framework, including the relevant elements of two other Integrated
Road Map components, the Financial Framework Review (FFR) and the Corporate Results
Framework (CRF) (2017-2021). It also builds on the recent internal audit of the Integrated Road
Map Pilot Phase in WFP by the Office of the Inspector General (OIG: WFP, 20184a).°

2. The evaluation took place between January and Juy 2018, with most of the data collection
undertaken between March and May . It was managed by the WFP Office of Evaluation (OEV) and
conduct ed by an independent evaluation team. The evaluation report will be presented to the WFP
Executive Board (EB) at the Second Regular Session in November 2018, together with the
Management Response. It serves the dual objectives of accountability and learnin g and therefore :

1  Assesses and report s on the quality and results of WFP implementation of the new
strategic direction related to country stra  tegic planning (accountability)

1 Determine s the reasons why the expected changes resulting from implementation
of the new approach to country strategic planning did or did not occur, to draw
lessons that should help in further implementation of the new strategic direction
(learning).

3. This report is required to answer six evalu ation questions ( for more details on the
evaluation questions , see Annex C, pages 25-24):

1. What observable progress has been made towards the intended organi zational
change set outin the Policy on Country Strateg ic Plans and related documents in the
framework of the Integrated Road Map ?

2. Towhat extent have WFP Headquarters and regional offices undertaken appropriate
processes in developing the country strategic plan framework and provided
adequate support to country offices in the formulation and implementation of the
2017 country strategic plan s?

3.  What were the country -level factors that inhibited and enhanced the achievement
of the intended organi zational change se t outin the Policy on Country Strategic P lans
and related documents in the framework of the  Integrated Road Map ?

4. Was WFP able to adequately capture and utili ze lessons from formulation and
implementation of the country strategic plan s in a timely manner?

5.  What opportunities and risks have been encountered that could influence results
from future implementation of the  country strategic plan framework?

6. From what we observe of the implementation of the pilot country strategic plan s, is
WEFP likely to achieve the intended organi zational change set out in the Policy on

5 The audit focused on the period 1 July 2016 to 31 January 2018. The audit team visited four CSP pilot countries:
Bangladesh, Colombia, Cameroon and Sudan.



Country Strategic P lans and related documents in the framework of the Integrated
Road Map?

4. To answer these questions, the evaluation assesses WFP experience to date in formulating
and implementin g country strategic plan s. At this stage, there has, of course, been more
experience with the formulation  process than with implementation . The evaluation therefore
assesses the country strategic plan formulation process for countriesin ~ Wavesj 1, 2 and 3, as well
as the initial implementation of  country strategic plan s in a smaller numbe r of Wave 1a and 1b
countries (s ee Annex B for a list of countries covered , by regional bureau).

5. The evaluation approach was set out in an inception report and is summari zed at Annex
C. It focused on the process of the organizational change necessitated by the adoption and
implementation of the Policy on  Country Strategic P lans, framed as this process is by other
elements of the Integrated Road Map . Review of the documentation and preliminary discussions
led to the formulation of a theory of change that represents, in schematic and general terms, the
stages of this organizational change process. The theory of change set s out the various
organizational innovations introduced by WFP though the Integrated Road Map and the ten
organizational outcomes to which WFP hoped the country strategic plan pilots would contribute.
The specification of the outcomes has been adjusted slightly from that proposed in the inception
report , as explained in paragraph 6 in Annex C (pages 87-88). Data collection and Section 2 were
structured to answer the six evaluation questions posed by the terms of reference (T oR)using the
framework of the ten organizational outcomes . The sequencing of the outcomes in  Section 2 has
been adjusted from that shown in the inception report , in order to optimi ze the flow of the
analysis.

6. The formative evaluation is deliberately taking place at a very  early stage in the transition
to the country strategic plan framework in order to feed into future strategies and guidance . The
evaluation therefore covers only a limited number of countries w ith ongoing country strategic
plans. The short period of implementation is important  , since the contribution of country strategic
plans to many of the expected organizational outcomes will take time, longer than the period
being examined. The lack of any explicit timeframe to achieve the expected organizational results
makes holding WFP accountable more difficult. Regarding the limited number of countries , efforts
were made to include additional countries to the extent possible , to make the sample studied
more representative of the work of WFP.

7. Moreover, the way the pilot and early country strategic plan s were conducted meant that
changes were taking place on an ongoing basis, with each new round of country strategic plan s
learning something from the previous ones. This makes it difficult to form overall evaluative
judgements of performance . The evaluation has therefore tried to identify the major issues that
have not be en addressed in the process. Another challenge for the evaluation was the diversity of
perceptions and opinions within and beyond WFP about the major transformations that the
organi zation is undergoing. The evaluation team has striven to report and assess this range of
views in a balanced and neutral manner. Finally, the country strategic plan framework is
addressing pre -existing issues; clearly efforts were ongoing to address many of the se issues
before the Integrated Road Map . Identifying the changes that result from the country strategic
plan and those changes that result from ongoing efforts has also been a challenge that the
evaluation team has consciously t aken into account in data collection and analysis.

8. Data collection took place between March and M ay 2018. It included country visits (nine
countries 7 and four regional bureau x (RBs}), desk reviews with tel ephone interviews of a further

7 Bangladesh, Ecuador, El Salvador, Indonesia, Tanzania, Zimbabwe. COs in Egypt, Kenya and Somalia (Nairobi) were also
visited at the same time as the respective regional bureau.
8 Regional bureaux in Cairo, Johannesburg, Nairobi, and Panama.

2



six countries ® and two regional bureau x,X° analysis of administrative data, review of key
documents , and an online survey of WFP staff at country, regional and headquarter (HQ) levels.
Over 400 people , of whom 59 percent were women , were interviewed either individually or in
groups . Forty-four percent were from WFP country offices (COs) 17 percent from regional
bureau x, 6 percent from WFP Headquarters and 33 percent from other stakeholder organi zations.

9. Annex E outlines the online survey methodology and presents charts summari zing the
results, as well as a selection of the comments made by survey respondents. Of the 184 invitees

from WFP Headquarter s, regional bureau x and country office s, 77 responded, giving a response

rate of 42 percent. Annex | gives more information on the data -collection methods used. The list
of persons consulted and the bibliography can be found in  Annex Fand Annex Jrespectively.

10. As a fundamental and wide -ranging review of the country s trategic plan approach in the
context of the Integrated Road Map , it was appropriate that this evaluation adopt ed a gender-
responsive methodology that identifie  d and generate d lessons from the way in which the country
strategic plan process has facilitated or impeded a gender -transformative approach to food
security and nutrition and progress towards gender equality (as articulated in the Strategic Plan
2017-2021 (WFP, 20169) and in the WFP Gender Policy 2015-2020 (WFP, 20178). The analysis is
included in Section 2.8.

11. Findings will be actively disseminated and the Office of Evaluation will seek opportunities
to present the results at internal and external events as appropriate. Internal stakeholders with
varied normative, technical and programming perspectives are expected to use the evaluation
across WFP. It is expected that the findings, conclusions and recommendations of the evaluation
will be used to strengthen the understanding and quality of country strategic plan s.

1.2 Context

The 2030 Agenda for Sustainable Development

12. The Uni ted NationsA 2030 Agendakndworms tfeu2830ai nabl e
Agenda, sets forth an ambitious, people -centred framework of action for achieving sustainable
development z economic, social and environmental. It requires moving beyond saving lives to
changing lives, focusing first on the people in greatest need (  United Nations, 2015 ). The 2030
Agenda and its 17 Sustainable Development Goals (SDGs) are intended to be all -encompassing
and to define global actions for the period up to 2030, including humanitarian assistance within

the context of broader development progress  and the reali zation of gender equality and the
empowerment of women and girls . These actions will be carried out at the country level, where
national contexts, priorities and strategies will guide the work of governments, other partners and

WFP. In additio n, the Quadrennial Comprehensive Policy Review (QCPR) of the Operational
Activities of the U nited Nations Development System (2017-2020) (United Nations, 2016 ) was
approved in late 2016 and guide s the operational activities of the United Nations entities in
support of the 2030 Agenda for Sustainable Development  (United Nations, 2015 ).

The Grand Bargain and the New Way of Working

13. In May 2016, the community of humanitarian donors and aid organ izations ** came
together to confirm the JGrand Bargainj. The Gr and Bar g harnessing thensast a t 3

Chi na, Col ombi a, Lao Peopl eAs Democrati c Repubswerealsohet&dmithb i a, Moz ar
the WFP Country Directors in Lebanon and Tunisia.

10 Regional bureaux in Bangkok and Dakar.

%In the Grand Bargain,t he term Jorganizationsj refers to all humani tarian aid
agencies, funds and programmes, the International Organization for Migration (IOM), national and international NGOs, the
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experience and experti ze from across the humanitarian ecosystem and bringing it into a

realignment that is better prepared for tackling the emergency needs of more than 125 million

peopl e, fully recognising the diverse nee@siteddefi ned
Nations et al., 2016: 2). Ultimately, its main purpose isto get more means into the hands of people

in need by increasing efficiency and shifting resources to frontline delivery. Key elements of the

Grand Bargain include: greater t ransparency; increased collaborative humanitarian multiyear

planning and funding; reduced earmarking of donor contributions; harmon ized and simplified

reporting requirements ; and enhanced engagement between humanitarian and development

actors.

14. Also in May 2016, the former U nited Nations Secretary-General Ban Ki-moon and the

heads of key United Nations entities '? with the endorsement of the World Bank, signed a

"Commitment to Action" document, in which they agreed on a INew Way of Working } in crises.

While re cognizing that humanitarian and development actors have been progressively working

better together, the New Way of Workingaims 3t o of fer a concrete path to r
barriers to such coll aboration i n(OGHAJd2017: 6} Ibincladesab | e me a
working through joint planning and programming over multi -year timeframe s to achieve collective

outcomes based on the comp arative advantages , with greater focus on vulnerability and on

localization. It complements similar approaches in the 2030 Agenda and the Grand Bargain , but

aims to provide a new momentum for addressing old problems more holistically.

The WFP Integrated Road Map

15. To strengthen the WFP contribution to the 2030 Agenda, the WFP Executive Board
approved, in November 2016, a package of actions that make up the Integrated Road Map . This
package changes WFP strategy, programme structure, financial management and reporting in
order to transform its ability to help countries achieve the SDGs by 2030. It prioritiz esSDG 23 En d
hunger, achieve food security and i mproved nutrition
SDG 1773 Strengt hen t he mean sandorévitaliizenphé &lobalnParmership for
Sustai nabl e DEhe grhtegic migectivegs and strategic results set by the WFP Strategic
Plan (2017z2021) in this area (see below) stress national ownership and country  -driven strategies

for sustainable d evelopment. Complementing its direct engagement in food assistance,  WFP will
help governments to achieve these objectives and results through capacity strengthening ,
technical advice and assistance in the development of coherent policies, while ensuring that
gender equality is integrated into all its work.

16. The new and comprehensive architecture of the Integrated Road Map links four
interrelated corporate components  z the Strategic Plan (2017 -2021), the Policy on Country
Strategic Plans, the Financial Fram ework Review and the Corporate Results Framework (2017-
2021).

17. Strategic Plan (2017-2021). The strategic plan and its objectives are aligned with the
relevant SDGs, priorit izing emergency, life -saving and development work that benefits the poorest
and most marginal ized people (WFP, 2016¢. The plan outlines how WFP will operational ize its
efforts to support national leadership and SDG achievement at the country level. The plan was
approved at the same time as the QCPR and was directly informed by the QCPR deliberations.

18. Policy on Country Strategic Plans (CSP Policy) Country strategic plans define the role
and portfolio of assistance of WFP at the country level and they are the WFP strategic,

International Red Cross and Red Crescent Movement. For more information on WFP Grand Bargain commitments and
actions, see Metcalfe -Hough et al., 2018.
12 UNICEF, UNHCR, WHO, OCHA, WFP, FAO, UNFPA and UNDP; also endorsed by IOM.
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programmatic and governance instrument in a country for a period of up to five years, replacing
the previous collection of project documents ( WFP, 2016b).

19. Financial Framework Review. This review introduces a new framework that aims to
better align resources and results to improve decision -making (WFP, 2016d). The redesigned
budget structure will replace the current project -based model and will support the country
portfolio approach to strategy, planning, implementation, budgeting and repor ting to enhance
results -based management.

20. Corporate Results Framework (2017-2021). This framework lays out results and
indicators to help WFP plan, implement, monitor and report on WFP programmes and measure
management performance ( WFP, 2016€). The framework is the means through which WFP will
demonstrate implementation of the  strategic plan. It also links WFP activities to nationally defined
SDG targets through to SDGs 2 and 17.

21. The integrated approach of the Integrated Road Map aims at helping WFP to design better
programmes aligned with national priorities in order to:

i Enable WFP to serve people in need more effectively and efficiently

i Support government policies, actions and resource allocations for eliminating hunger in
their countries

Clearly communicate what WFP is delivering and its distinct added value

Efficiently plan and implement WFP programmes for those in greatest need by being
focused on the results WFP needs to achieve

Better allocate resources to achieve, measure and understand results and impacts

Learn from performance management and accountability systems to improve WFP
programme design and implementation

i Work in a flexible manner, responding to changing country needs while balancing
addressing humanitarian needs and development

Move away from fragmentation in  its work and therefore reduce transaction costs
Improve transparency in donor reporting

Harmoni ze with external partn ers in the public and private sectors as well as other
United Nations agencies (WFP, 2016j 4).

United Nations Reform

22. In mid -2017, the Secretary -General initiated a new and ambitious phase of the ongoing

United Nations reform process that may lead to some significant changes in the way the United

Nations is organ ized and the way it approaches development ( United Nations, 2017a , United

Nations, 2017b ). The proposed reforms aim to strengthen  the ability of the United Nations to

support Member States to deliver on Agenda 2030 and build on Member State requests to the

United Nations Development System in the 2016 QCPR. They are rooted in the principles of

reinforcing national ownership and devel oping country -contextual responses . They propose the
developmentof 3 a new genenitatNatons Cofuntyry Teamsij with enhanced
optim ized physical presence.

Global Humanitarian Context

23. The implementation of the Integrated Road Map and the launch of multiple innovations
within its framework have occurred in an unfavourable global humanitarian context. The record
number of emergencies experienced in 2016 continued in 2017. Many of these are protracted
emergencies. Of the six WFP Level 3 and five WFP Level 2 emergency responses active at the end
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of 2017, all but three '3 had been active for more than three years. The WFP Annual Performance

Report (2017) also notedt h a't Jof the estimated 815 milliwon

conflict -affected countries; countries affected by both conflict and climate change faced even
greater challenges. Displacement also reached a record high, leading to a downwards spiral of
conflict, displacemeWWFP,2018m:flood i nsecurityj (

1.3 Strategic Directions in  Implementing the  Country Strategic P lan Framework

24. In the past, different forms of country level programming were used within WFP. Until the

end of 2002, country strategy outlines were presented to the Executive Board for information and
guidance in tandem with development projects. Country strategy docume nts were introduced in
2009 and used to guide the delivery of coherent and strategically focused assistance  from WFP
through its operations in a country. These documents, which focused on strategic direction, were
voluntary, endorsed internally and not sub  mitted to the Executive Board for approval (although
they usually required extensive consultations and agreements with national governments) . The
time taken for WFP to move towards a formal multi -annual country -level framework for its
operations reflects i ts history in recent decades. Despite the dual humanitarian and development
mandate with which it was established ( paragraph 94 below ), WFP came to focus on shorter -term
humanitarian operations, often supported by very specific funding allocations from the
international community. The country strategic plan framework represented an explicit departure
from that mode o f planning and fundin g, and a new commitment to strategically driven
performance management. It also recogni zes the humanitarian -development nexus and the
importance of linking the se two parts of WFP work in to a single holistic and strategic document .

The Country Strategic P lan Framework

25. As a key element of the Integrated Road Map , the country strategic plan framework aims
to facilitate implementation of results -focused portfolios, which should include outcomes and
activities addressing humanitarian and development needs, as required by the
The process of developing the new country strategic plan approach started in 2014 and led to the
development of a concept note (CN)and identification of early lessons from piloting the country
strategic planning process in Zimbabwe and Indonesia. This was followed by the development of
the Policy on Country Strategic Plans and its subsequent approval by the Executive Board in
November 2016. According to the policy, the country strategic plan s will be the strategic,
progra mmatic and governance instrument  of WFP in a country for a period of up to five years and
will replace the current collection of project documents. All  country strategic plan s are submitted
for Executive Board approval ; this can be at any session.

26. Linked to the country strategic plan process, WFP supports a National Zero Hunger
Strategic Review (NZHSR). The review is intended to be an inclusive, consultative and country  -led
exercise providing comprehensive analysis of the challenges a country faces  in achieving SDG 2 by
2030. The review should achieve this through extensive analysis and consultations involving a wide
range of government stakeholders as well as civil society, private sector, donors and international
organizations. The NZHSR is also intended to inform WFP strategic orientation in a country,
support the alignment of its portfolio of assistance with those of key stakeholders, and guide
preparation of the country strategic plan .

27. The new WFP programmatic framework focuses first and foremost on strengthening the
effectiveness of the WFP response in emergency and crisis situations ( WFP, 2016b: 7). Country
strategic plan s are designed to enable WFP to respond effectively and efficiently in emergencies

as well as in other contexts (whi l e integrating gender wemerd)l ity

3 In the Horn of Africa, Nigeria and Bangladesh/Myanmar.

hungr
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According to the Policy on Country Strategic P lans, existing emergency response mechanisms will
be preserved and embedded in the country strategic plan to ensure that speed and effectiveness
are not compromised while the benefits of internal coor dination, as well as transition and exit
planning, are pursued.

28. Protracted emergency responses foreseen during the development of the country
strategic plan will be reflected in the programmatic framework through WFP strategic outcomes
with specific outputs and related activities. Unforeseen and sudden onset emergencies will be
handled by adding or augmenting one or more WFP  strategic outcome specific to the emergency
response . This will be done through a dedicated template align ed with the WFP country framework
and the country portfolio budget, or by revising the country strategic plan document itself (as was
recently done in Bangladesh), depending on the specific country context, scope of the response
and required speed. By embe dding the emergency response operation within an integrated
country framework, WFP aims to help ensure effective integration and coherence of its activities

in country and a realistic transition plan and exit strategy.

29. In addition to the basic country strategic plan , the country strategic plan framework also
includes three further elements. First, where an NZHSR has not been completed, WFP operations
inacountry wi | | be del i viderire dcountrly stratega Iplana (CS®). Secondy, those
country offices that would not have had a country strategic plan or an interim country strategic
plan ready for approval by February 2018 prepared  Xransitional j ICSPs (FICSPs). These plans were
based on previously approved project documents and served as a bridge to full country strategic
plans or ICSPs during the transition phase, to ensure that country office s established and
implemented uniform programmatic, financial and oper ational systems in line with the new
strategic plan. Thirdly, in countries where there is no established WFP operational presence or
country framework, at the onset of an unforeseen emergency, WFP may implement limited
emergency operations (LEOs). The limited emergency operation is planned for an initial period of
up to six months and, if a further response is needed, will be integrated into a new ICSP. A
summary of the country strategic plan framework was appended to the terms of reference and is
reproduce d in Table 9 at Annex B.

30. Although the Policy on Country Strategic P lans is a separate component of the Integrated
Road Map, all components are interrelated : the corporate results framework and new country
portfolio budget (CPB) arrangements set out in the Financial Framework Review are integral parts
of the country strategic plan . The corporate results framework should link the activities
undertaken within the country strategic plan to nationally defined SDG targets, as well as WFP
corporate strategic results and strategic objectives. The visible linkages between results and
resources are also in tended to strengthen country -level accountability. Regarding the Financial
Framework Review , the country portfolio budget, resource -based planning and 3 rmacro-advancej
financing (MAF. see paragraph 118 below) were intended to be integral parts of the  country
strategic plan framework. The introduction of pilot country portfolio budgets has required some
temporary waivers to the WFP General Rules a nd Financial Regulations. It is expected that
amendments to these regulations will be submitted to the Second Regular Session of the E xecutive
Board of 2018 and, if approved, will take effect from 1 January 2019.

Implementing the  Country Strategic P lan Framework

31. Table 1 presents the percentage of WFP countries expected to have an approved country
strategic plan or ICSP by the end of 2018, by region. It thus includes country strategic plan s that
were presented to the E xecutive Board at the Annual Session as well as those planned to be

presented at the Second Regular Session in 2018. It shows that 57 percent of countries will have
country strategic plan s or ICSPs by the end of 2018. A further 37 countries moved to the  country



strategic plan framework with T -ICSPs in 2017 and 11 of these had, or are expected to have , their
CSPs/ICSPs approved in 2018. Under the flexible app roach adopted in June 2017, 16 country
office s have continued using the current system on an exceptional basis beyond January 2018 , of
which 9 had, or are expected to have , their CSPs/ICSPs approved in 2018. Seven countries will

continue with current system in 2019.



Table 1. WFP countries with a  country strategic plan or interim country strategic plan approved by
the E xecutive Board in 2017 and 2018 (by region)

Regional bureau

Bangkok | Cairo'* | Dakar \tl)zf::nnes- Nairobi | Panama | Total
WEFP countries with a CSP 12 6 7 4 3 7 39
WEFP countries with an ICSP 0 3 1 1 3 0 9
Total 12 9 8 5 6 7 47
Total as % of countries in the region 80% 50% 42% 45% 75% 64% 57%

Source: IRM Implementation Tracking : see Table 10, Annex B.

32. As noted above, field testing the country strategic plan s as programmatic frameworks
started in Zimbabwe and Indonesia in 2014. The Jearly pilots } were designed to provide important
lessons on the programmatic framework as well as the alternative budgeting and performance
monitoring processes, prior to finali zing the Policy on Country Strategic P lans in 2016. Both
countries undertook strategic reviews of national food security, producing lessons that fed in to
guidance on facilitating future NZHSRs. The two early pilot plans were approved as country
strategic plan s by the Executive Board at the First Regular Session in February 2017 , together with
six other pilot country strategic plan s (all together known as Wave 1a). Five more country strategic
plans and one ICSP were then approved at the Annual Session in June 2017 (Wave 1b). The 14
countries in these two waves are collectively known as the  Joilots . In April 2017, flexibility to the
timeframe was introduced in response to concerns raised by some members o f the Executive
Board and donor partners. The flexible approach aimed to: (i)  provide more time for WFP to make
adjustments in light of lessons learned to date and progressively implement improvements during

the roll -out; (ii) safeguard WFP capacity to implement the Integrated Road Map while responding
to an unprecedented number of emergencies.

33. The full list of the countries with  country strategic plan s approved by the Executive Board

in these waves is shown in Table 10 at Annex B. Of the 29 country strategic plan s that have been
approved by the E xecutive Board up to June 2018, 66 percent are for 5 years, 24 percent for 4
years and 10 percent for 3 years.

Supportto Organi zational Change Processes

34. The introduction of the Integrated Road Map has required multiple efforts by WFP at
headquarter , regional and country levels to support the organ izational change process. The
headquarter initiatives include d: (a) an Integrated Road Map Manual developed to provide a living
set of guidance and examples to staff engaged in all aspects of Integrated Road Map
implementation, and to provide the results of lesson learning processes; (b) an Integrated Road
Map learning channel established with general and specific courses to help build the capacity of
WFP staff to implement the Integrated Road Map ; and (c) an Integrated Road Map community
platform, where WFP staff can share experiences, ideas and news about the process of
implementing the Integrated Road Map and its components. Other headquarter units prepared
specific guidance, a notable example being the Gender Unit. Regional bureau x played an
important role in designing the above . Saff from both headquarters and regional bureau x have
also been active in providing direct support to  country office s through missions, dialogue and
remote support . Exchange of experience between country o ffices was another aspect of support
within the organi zation.

14 Sudan had an ICSP approved for the period January 2017-December 2018. A CSP from 2019 -2023 will be discussed for
approval at the Second Annual Session of the WFP Executive Board in November 2018. Therefore, Sudan was counted only
once.



35. To ensure country offices are equipped to implement country strategic plan s (from a
people perspective), the Human Resources Division (HRM) supported country office s in
organi zational -alignment processes. In March 2017, HRM launched an Integrated Road Map
Organisational Readiness Toolkit (WFP, 2017u), recogni zing that for successful country strategic
plan implementation country office s need to be equipped with the right staff, capabilities and
structures. The toolkit forms part of the broader support provided by HRM and sets the baseline

for recommended actions required to adequately prepare for , and roll out , the Integrated Road
Map people agenda.

36. WFP has also developed comprehensive infrastructure and procedures for managing the
transition process though the Integrated Road Map . Following initial arrangements in 2016 to
support the initiation of the F inancial Framework Review and the country strategic plan pilots, an
Integrated Road Map Steering Committee was established in 2017 , consisting of the Deputy
Executive Director, Assistant Executive Directors and Re gional Directors. A dedicated inter -
disciplinary functional and technical team - the Integrated Road Map Operations team (IRMO) -
was established in 2017 and by early 2018 had more than 30 staff members, many seconded from
other units. It was complemented by the Integrated Road Map policy and programme group , and
regularly assisted by country office s that fed their country strategic plan experience back to
headquarters . At the regional level, Deputy Regional Directors (DRDs) were asked to serve as
Jhtegrated Road Map Champions j and, in their role as first line of support, regional bureau x also
established support mechanisms, some with full  -time Integrated Road Map coordinators. Weekly
technical meetings on the Integrated Road Map have been held throu ghout 2017 and to date,
complemented by a Directors Integration Forum at  headquarters and teleconferences every two
to three weeks with Deputy Regional Directors .

37. To facilitate the process of monitoring the Integrated Road Map , dashboards and tools

have been established for tracking and reporting on  the Integrated Road Map implementation

progress, including cutover of operations and resource migration from the old project -based
system to the country strategic plan framework . WFP has also provided regular updates to the
Executive Board during its regular and annual sessions as well as through informal consultations.

38. WFP has also undertaken a process of lesson learning that has been feeding into revision

of procedures, tools and guidance ( e.g. WFP, 2017¢). Over time, | essons learned from Wave 1a and

1b pilot countries and country office Integrated Road Map task teams have been gathered

through: (a) detailed tracking; (b) structured input from Wave l1a country offices; (c) impact Joulse

checksj conducted in Colombia, Ecuador and Zimbabwe (Wave la : WFP, 2017i; WFP, 2017j WFP,

2017m); (d) support missions, regional workshops and regular dialogue on challe  nges and best

practices among Integrated Road Map teams at headquarters, regional bureau x and country

offices; (e) regular teleconferences with Deputy Regional Directors and regional focal points; (f)

Deputy Regional Di rect or s Ats froemeCountry Piectorsg@CDg). (g) direct

39. Meanwhile, the Integrated Road Map has been mentioned in the WFP Corporate Risk
Register and Global Risk Profile reporting since 2017 * (WFP, 2018r. 3). The findings of this
evaluation, presented in Section 2 below, confirm those analyses of the significant risks that WFP
faces in undertaking an organi zational transition of this magnitude. They also show the
opportunities that this transition creates for WFP to strengthen its contribution to the 2030
Agenda.

15 These internal documents are not included in the bibliography at Annex J
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2. Evaluation Findi ngs

2.1 Introduction

40. As indicated in Section 1.1, presentation of the evaluation findings is structured to answer

the six evaluation questions with respect to the ten organi  zational outcomes posited in the theory
of change (Annex C). The organizational outcomes identified for analysis are  numbered below .
They are related, but not identical, to the stated aims of the Integrated Road Map (paragraph 21
above), having been drawn from a range of statements about what the Policy on Country Strategic
Plans and other elements of the Integrated Road Map aim to achieve ( paragraph 6, Annex C). The
outcomes are as follows:

1. Improved alignment with national policies and priorities, including national SDG
targets

Strengthened harmoni zation with United Nations entities and processes
Maintaining and enhancing emergency response capacity

Better links between humanitarian and development work

Predictability and flexibility of resource allocation

Improved visibility and communication

Strengthened approach to gender equality and other cross -cutting issues

Reduced transaction costs

© ©® N o g &> w DN

Stronger and broader partnerships

[
o

Enhanced performance management, reporting and accountability, with a
stronger focus on results.

41. Sections 2.2 to 2.11 address each of those ten outcomes. Each section explores all the
evaluation questions with respect to the outcome in question.  Overall answers to the evaluation
qguestions are then drawn out in  Section 3.1.

2.2 Alignment with  National Policies and Priorities

42. Improved alignment with national policies and priorities, including national SDG targets,
was intended to be one of the principal benefits of designing and delivering WFP work through
country strategic plan s (WFP, 2016b: 15). The key design instrument for this purpose is the
National Zero Hunger Strategic Review ,'® whose presence differentiates country strategic plan s
from ICSPs. (In some countries, the exercise is described as a country strategic review.)

43. The NZHSR is a major undertaking, involving the identification of a senior national

convenor (normally expected to work  pro bono, as an eminent nation al figure) and a competent
team of national consultants with appropriate strategic and multi -sectoral insights. Convenors
have typically been drawn from high official bodies such as the Office of the President or Prime

Minister or agencies under their ausp ices (as happened in Tanzania, Egypt, Indonesia and
Zimbabwe); national planning authorities and/or Ministries of Finance ( as happened in
Bangladesh, Namibia and El Salvador); or sectoral ministries ( as happened in Kenya (Agriculture)).

16 The evaluation team recognizes that the purpose of the NZHSR is much broader ( to support governments and other
partners to achieve SDG2) but that it enables the organization to adequately anchor its strategic planning in collectively
agreed national outcomes.
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In some countries, the NZHSR led to, or was integrated with, a national plan for enhancing food

security (as happened, for example, in  Namibia and Sudan). Some NZHSRs,for example in Lesotho

and Namibia, were presented to Cabinet. In Cambodia, the exercise was linked to preparation of

a National Food Security Strategy and, as in some other cases (reportedly including Sudan) ,

consultations were undertaken at local as well as national level . An October 2017 summ ary of

emerging lessons from the country strategic plan process emphasi zed the importance of taking a

3Jwhole of society approachj t oWRPh2017dNripH)SriRerviewsraisdu | t at i v e
available documentation suggest that the amount of local consultation in NZHSRs has varied

(paragraph 160 below).

44. Overall, NZHSRs, where they were carried out, enabled WFP to improve its alignment with

national policies and priorities  z although alignment on paper does not automatically translate

into action . Informants in country offices, regional bureau x, other United Nations entities and in

governments expressed more consensus on this achievement than on other results of the country

strategic plan approach to date . This was consistent with the views of the 77 WFP respondents

who fully answered t he e v kidune & tshowsnthas over rhalfi af ¢he sur vey.
respondents considered that there had been a significant organi  zational change in this regard.

Figure 1Survey responses: improved alignment with national policies and priorities

Improved alignment with national policies and
priorities:
0% 10% 20% 30% 40% 50% 60%

No discernible change E

Slight organisational change

Some organisational change

Significant change

Not applicable / No comment

OHQ/RB Bl Pilot, Wave 1a, Wave 1b 2017 OWave 1b 2018, Wave 2, Wave 3

Source: online questionnaire survey carried out by the evaluation ( Annex E).

45, The quality and usefulness of this key component of the  country strategic plan concept

have varied , however . The process did not always adequately i denti fy the 3ctncrete
achieve SDG 2, articulated through a 1 isd.lnosichpri orit
cases (forexamplein Tanzania), this J3pr er e qountnssirdtegicflan , d evaas!| opi
not an optimal basis for WFP country office s 3t o adequately anchor [their]
collectively agr eedWHFPa2017 3-3)| Wheraian NGHBR proces$ was more

sectorally led, as in Kenya, the resultant analysis did not fully span the range of issues and sectors

to which WFP might contribute, such as social protection or nutrition . NZHSRs in Central America

" np: no page number.
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were said to focus on agricultural prod uction, without adequate consideration for the social

protection and support that WFP could give in that field. In the same region, informants said that

only one NZHSR (Honduras) looked at food security systematically; and that gender was not

addressed sat isfactorily. Some NZHSR processes took longer than planned ( for example in El

Salvador, Kenya and Mozambique), meaning that country strategic plan s were in final draft before

the NZHSR documents were finali zed. The Policy and Programme Division (OSZ) warne d country

offices t hat Jexperience has shown that expected standar
to invest substantial manpower and additional resources to bring the product up to a presentable,

professional level { WFEP, 2017g np). The addition of manpower and resources could, of course,

conflict with the intention that NZHSRs be country  -led.

46. As with most aspects of the Integrated Road Map , the initial engagement with country
office s on starting to strengthen country alignment through NZHSRs came directly from WFP
Headquarters. Regional bureau x were allocated the supportive role in this area later. OSZ, where
the concept originated, has pro duced guidelines on the design and production of NZHRs (most
recently revised in December 2017: WFP, 2017h).

47. Lessons about alignment with national policies and priorities have been learned and
documented at different levels. Corporately, more than half of an OSZ October 2017 summary of
emerging lessons from the country strategic plan process was devoted to NZHSR preparation
(WFP, 20179. An early series of Julse checksj referred to some positive results from these efforts
at stronger alignment, for example, in Zimbabwe and Colombia ( WFP, 2017i; WFP, 2017).

48. This mode of planning thus creates important new opportunities for WFP. Taking direction
from NZHSRsas national statements of challenges and priorities , some country strategic plan s
helped to strengthen WFP alignment with national policies and priorities, including their SDG 2
targets. In some countries, such as Mozambique and EIl Salvador, this was a gentle reinforcement

of existing strong alignment with already clear national strategy . In others, such as Peru and
Tunisia, the country strategic plan represents a major shift in the WFP portfolio. The approach
helps to emphasi ze the profile of WFP as enabler, facilitator and capacity builder, which is
particularly important in  middle -income countries .

49. Conversely, informants recogni zed a significant risk that the degree of country
participation, engagement and ownership in WFP work is likely to wane after the NZHSR process

is complete. Indeed, preparation of country strategic plan s themselves has been a much more
internal process (Ecuador, Guatemala and Honduras are cited by informants as three examples of
this). Other challenges may arise during country strategic plan implementation, if there are
significant shifts in government policy or a ne  w government is installed z potentially diminishing
earlier alignment. In some countries, of course 7z for example, the Democratic Republic of the
Congo (DRC), Central African Republic (CAR), Somalia and South Sudan - there may be limits on
the degree of co nsultation and engagement that are possible, and NZHSRs are  a greater challenge .
In some circumstances, the strong alignment with government policy that the NZHSR approach
implies may raise questions about the neutrality of WFP or its ability to comply fully with
international humanitarian principles  (paragraph 93 below ).

50. The Policy on Country Strategic Plans states t hat  WiNVdnhéeavour, with the Rome -

based agencies, to encourage and/or help to facilitate country -owned national zero hunger

strategic reviews. WFP will advocate for national funding of strategic reviews, as well as for joint

Rome-based agency funding to be ma d e a v a i WFR®b2D16k: 8). (NZHSRs have mainly been

funded by WFP, although those in Afghanistan and The Gambia were jointly funded with the Food

and Agriculture Organisation of the United Nations ( FAO) and the United Nations
(UNICEF) and four NZHSRs in the southern African region were jointly funded with other United

Nations agencies. WFP does not have a consolidated data base of NZHSR costs or funding sources.

Other offices of the Rome -based agencies (RBAs)at country level have often participated in NZHSR
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consultations z particularly close collaboration or formal joint engagement in NZHSRs are cited
from Dominican Republi c, Lesotho, Nigeria and Uganda (WFP, 2018k 7-8).

51. There is also a risk that WFP is seen to be suggesting an unreasonable level of effort by
governments in undertaking NZHSRs and engaging (to a lesser extent) in  country strategic plan
preparation z all for what could be construed as primarily WFP purposes , even though that is not
the intention of WFP. Some WFP informant s have this perception; but it is a minority view. Most
national stakeholders have proved willing to commit strongly to closer engagement and alignment
with WFP.

52. As in many aspects of Integrated Road Map implementation, the opportunities and risks

of standardi zation (including the way country strategic plan strategic outcomes are worded) must
be balanced in the developme nt of country strategies for achieving SDG 2 . Middle -income
countries represent nearly two -thirds of the countries where WFP works .8 In those countries :
many country office s are small and shrinking ; WFP has often shifted largely or entirely to an
enabling or capacity strengthening role ; some governments have become WFP donors ; traditional
donors have reduced or ended their support;  food secur ity issues often remain highly challenging,
despite growing national wealt h; and stunting frequently persists, and is paralleled by rising levels

of obesity in some population groups . The NZHSR concept has also been applied , with varying
degrees of success, in significantly different country contexts where the humanitarian needs
remain paramount. It has been particularly challenging z although not impossible, and in some
country office s A vi ew r-etovapplg ithe ]NZHSR concept in countries dominated by
emerg encies or conflict and suffering weak or little government.

53. Findings to date thus suggest that one s ize does not fit all in promoting stronger alignment
with national policies and priorities. Potential changes of policy or government are among a range

of country -specific factors affecting WFP intentions in this regard. Others , mentioned above ,
include the level and sector specificity of government engagement, and the availability and
selection of consultants who can provide an appropriately strategic and timely NZHSR. Some
country office s, for example in Indonesia and Tanzania, felt that recent O ffice of Evaluation country
portfolio evaluations (CPES) served as a good platform for country strategic plan developmentan d
questioned the added value of NZHSRs. In other countries, for example, Lao Pe o p | Demcgratic
Republic, the timing of this WFP exercise was seen as problematic, as the government had just
completed a national development plan and United Nations Developm ent Assistance Framework
(UNDAF). However, in that country 3the gov[®dZHNSRent and
added value to earlier processes by contributing sub  -national perspectives from all 17 provinces,
which were largely missing from other  processesj WP, 2017g np).

54. The longer -term objective of WFP in launching the NZHSR , and ensuing country strategic
plan processes, is to maintain the impr oved country alignment that the initial effort ~ should achieve
(while delivering stronger national strategies for achievement of SDG 2) . It is already clear that, in
most countries, there is important scope for this improvement to ta ke place. It is also clear that
the consultative process is as important as the written product. The likelihood of the intended
longer -term results depends on the maintenance of that process of engagement. How it is
continued will depend on country -specific factors.

55. Achievement of the longer -term objective thus depends on sustaining the recent
intensification of consultation, engagement and commitment with national governments and civil
society. Several informants warned that it also depends on a convincin g performance by WFP
through its country strategic plan s. If that performance is inefficient or ineffective  z or if it fails to

18 WFP data show that, of 82 WFP COs (excluding State of Palestine), 52 (63 percent) are in upper or lower middl  e-income
countries. Outside the three WFP African regions, the proportion is 38 out of 42 (90 percent).
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materiali ze for funding or other reasons z WFP partners at country level are likely to be less
interested in its alignment with  their policies and priorities.

56. One consequence of the increasingly dynamic context in which WFP must plan its future

is the likelihood that some country office s, mainly in middle -income countries , may no longer be
needed. Not surprisingly, the intended or  ganizational outcomes that this evaluation distilled from
WFP documentation on country strategic plan s and related elements of the Integrated Road Map
did not refer directly to this possibility. However, guidance on country strategic plan drafting does
require clear reference to transition and exit strategies (  WFP, 2017n: 2). Although country strategic
plans have complied, mostly envis aging exit towards 2030 rather than in the short term, the
Indonesia country strategic plan is an example of explicit reference to the possibility that this one
will be the last.

57. Ultimately, the best opportunities for alignment of the WFP strategy with the national
development strategy will occur if the timing is also aligned. This will also provide an opportunity

for WFP to contribute to the debate surrounding the development of the strategy and provide
evidence to be used in the process. Most UNDAFs are already aligned with national strategies and
planning cycles. 1° A recent survey of United Nations Member State governments revealed a 91
percent positive r es ptheUNOAFhas enahled the Gavdrnenene to énsude
thatthe U nited Nations/act i vi ti es are cl osely al i g(mamitedNatons,h your ¢
2018a: 17). Therefore, the alignment of the country strategic plan with the UNDAF is extremely
important if these opportunities for alignment with national policies and engagement with policy
development are to be exploited. @ NZHSRs, as they evolve, may become valuable national
instruments for the development of UNDAFs ov erall. The question of country strategic plan
alignment with the UNDAF is examined more in ~ Section 2.3 below .

2.3 Harmoni zation with United Nations Entities and Processes

58. WFP intends that, by aligning the country strategic plan with broader United Nations
Development Assistance Frameworks, it should contribute to a more integrated and harmoni zed
United Nations system of support for national developmen  t. The Policy on Country Strategic P lans
st at es tcduatry strdtegic glan framework will be aligned with strategic response plans and
joint resource mobil ization efforts of the United Nations humanitarian programme cycle by
adequately reflecting eme rgency-related outcomes and activities that are part of the wider
humanitari anWFPe20lblw Ibslegc knowl edges that 3the United Na
Assistance Framework is the strategic, medium -term results framework that guides the collective
vision and response to national deve lopment priorities of the United Nations system at the
country | evel} .poliégystates that emintry dtrategit plamning cycles will be aligned
with UNDAF planning cycles.

59. However, aligning the country strategic plan cycles with the broader UNDAF cycles is still
work in progress. Of the 29 country strategic plan s and ICSPsapproved in countries with UNDAFs,
only 31 percent are aligned with the UNDAF cycle, while another 14 percent have the same
completion year as the UNDAF and therefore should be aligned in the next cycle. This leaves 55
percent of country strategic plan s that have yet to be aligned with the UNDAF cycle (Table 2 and
Table 10, Annex B). The future may even see a worsening situation: of the new  country strategic
plans that will be approved in 2019 (to start in 2020) less than 20 percent will have the same start
dates as the respective UNDAF. Some WFP regions mapped country strategic plan s against the
UNDAF timelines to ensure alignment of cycles, but this was not done everywhere. Levels of

19 Information from the 2017 UNEG Management Information System report shared by DOCO shows that 80 percent of
UNCTs with UNDAFs have aligned with natio nal development planning processes and a further 13 percent plan to do so in
the next cycle.
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awareness and commitment on UNDAF alignment appear to have varied among country office s
and regional bureau x.

Table 2. Alignment of the 2 9 approved country strategic plan s with UNDAF cycles

Number Percentage
CSPs aligned to UNDAF cycle 9 31
CSPs unaligned but with same end date 4 14
CSPs unaligned but with same start date 2 7
CSP unaligned with different end and start dates 14 48

Source: WFP and United Nations DOCO data on CSPs approved up to and including the EB annual session, 2018 .

60. Clearly, harmoni zation is much more than aligning country strategic plan and UNDAF
cycles. At the same time, it is also clear that the existing UNDAF is not adequate for the needs of
the United Nations development system, which has led to the call for a new generation of UNDAFs.
Initial work on designing the reformed UNDAF has started, based on the ideas suggested by the
United Nations Secretary-General (United Nations, 2017a , United Nations, 2017b ) and as agreed
by the General Assembly ( United Nations, 2018b ). The United Nations Development Operations
Coordination Office (DOCO) has confirmed that the new UNDAFs will also be multi -year
frameworks closely aligned with national planning processes, m  aking alignment with existing
UNDAF cycles important.

61. Notwithstanding the above data on the alignment of cycles , the country studies reveal ed
a broadly, but not universally , positive reaction by United Nations resident coordinators and
country team members to the introduction of the country strategic plan framework . Informants
noted that the new approach may not have fundamentally changed relationships , reduced inter -
agency competition for funding or strengthened harmon ization ; but that it provide d possibilities
for moving towards greater harmon ization, cooperation and integration in the future. The
evaluation survey of WFP staff confirmed this positive assessment. When asked how much
organizational change they had seen as a result of th e country strategic plan s in strengthening
harmon ization with ex ternal partners including the United Nations , the vast majority of
respondents believed that there has been some or significant organ ization al change (46 percent
and 30 percent respectively).

62. The country strategic plan itself, as well as the process of developing it, often led to greater
visibility for WFP and therefore an increased understanding of what WFP is doing in a country (see
Section 2.7 for more on visibility and communication). In some cases, this led to an increase in
opportunities for collaboration. In other cases, it led to charges of Jmission creep §, specifically
when it came to the more developmental components of the country strategic plan .

63. The country strategic plan formulation guidance waters down the Policy @ on Country
Strategic Plansand suggests that WFP should only 3J3aspire to ¢
same time as national and U nited Nations planning processes; when this is not feasible, the
CSP/ICSP shall commit to be reviewed when new development plans or UNDAFs have been

f or mul @ER 2046h: 9-10). UNDAFs are not mentioned in the key considerations for CSP/ICSP
drafting document (WFP, 2017n) nor in the JGuidance Note on Strategic Outcomes, Outputs and
Activitiesj (WFP, 2017K). There is some information on UNDAF alignment in the  Jrunctional Area
Resources for Successful Strategic Reviews and Country Strategic Plans } document ( WFP, 20170),
but t he e vauhtystudiesdndidate that there was very | ittle direct support from  regional
bureau x or headquarters on this specific issue. The latest NZHSR guidance (WFP, 2017h), however,
notes that a common and comprehensive view of national food security and nutrition challenges

and solutions should not only inform national development plans but a range of other processes

as well, such as UNDAFs and voluntary national reviews (VNRS). Specific guidance is provided for

16



undertaking the review in contexts wherea common country analysis (CCA) or a voluntary national
review (or similar) are being undertaken , and options are provided for making the best use of the
NZHSR in different scenarios.

64. Atthe country level, itis clear thatthe country strategic plan builds on existing engagement
with the United Nations Country Team ( UNCT) and joint programming processes. Country studies
indicate that WFP was often very heavily involved in UNDAF formulation and implementation,
often th rough patrticipation in, and sometimes leadership of, thematic coordination structures.
There are also many examples of ongoing project collaborations with other UNCT members. The
degree to which WFP contributes to greater harmon ization through the country strategic plan will,
however, largely depend on country context. Specifically, it will depend on the openne ss of other
members of the UNCT (notably, other R ome -based agencie s) towards greater harmon ization, the
quality of the resident coordinators A | e a d the istdrastpf donors to finance joint efforts as
well as the interest of government in greater Unite d Nations harmon ization. Although the aim of
the Policy on Country Strategic P lan is to strengthen harmonization within the  United Nations,
lesson learning i n this area has been limited. United Nations  harmon ization is not mentioned in
the 2017 summary of lessons learned and only appears in a limited way in the lessons learned
note on partnerships that is included in the  Integrated Road Map Manual (WFP, 2018).

65. Looking to the future, there are good opportunities for WFP to contribut e to this outcome,
but the organ ization also faces some serious risks, most notably uncertainty concerning the
ongoing United Nations reform process . The United Nations development system is entering a
period of uncertainty interms of United Nations reform, where the Secretary -General has put new
impetus on the reform process and introduced what could be considered radical ideas to deepen
the process and speed it up. This process may provide an opportunity for WFP to feed in some of

its experiences with the country strategic plan framework. However, i f changes to newly
introduced country strategic plan pro cedures are requir ed due to compliance with United Nations
reform processes , specifically the new generation UNDAFs, this will be an additional burden on
country office s, regions and headquarters, even if in the longer term the results  may be positive.

66. Where country strategic plan and UNDAF cycles are out of alignment, it may be necessary

to have shorter or longer country strategic plan s to ensure alignment in future cycles. Although

the Policy on Country Strategic P lans allows some flexibility in the le ngth of cycles (it only states a

maximum of five years for a cycle) there is still a risk that, in some cases, alack of flexibility to allow

for short programmes will result in misalignment of future country strategic plan and UNDAF

cycles. In other areas of harmoni zation there are also trade -offs between organi zational

standardi zation and flexibility to respond to national contexts. As one resident coordinator said,

the worst words to hear from a member ofthe UNCT ar e 3i t As a r ehgeuaidrgeunaerntte rosfj .m

67. An additional risk is one that could result from better alignment of the country strategic
plan with the UNDAF cycle , where WFP processes within the country strategic plan framework may
overlap with processes undertaken within the framework  of the UNDAF or by other members of
the UNCT. This could bring about a n inefficient use of resources as well as an undue burden on
government and other national partners.  The 2030 Agenda and the SDGs have given primacy to
the count ry level, and it is here that national SDG monitoring and reporting will take place. There
are calls for a more flexible approach to NZHSR implementation in some countries , and while
existing NZHSR guidance does recogni ze the challenge (paragraph 63 above), new country
strategic plan and NZHSR guidance will reportedly emphasi ze this issue. In addition, m andatory
end-of-cycle evaluations of the UNDAF will follow a similar timeline to the mandatory WFPcountry
portfolio evaluation s, as well as similar evaluations of other UNCT members , which presents an
additional risk of over -burdening national partners
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2.4 Maintaining and Enhancing Emergency Response Capacity

68. In relation to emergency response , the WFP Policy on Country Strategic P lans states that :
Jhe context in which WFP operates is often one of cri
programmatic framework must therefore first and foremost focus on strengthening the
effectiveness of WFPAs response in emergency and cris

emergency response mechanisms will be preserved while being embedded in an overall WFP

country framework. This will help to ensurethatth e speed and effectiveness of
response is not compromised, while also ensuring that concerns relating to lack of internal

coordination and coherence, and inadequate transition and exit planning can also be effectively

addressed .j It argues t hat the introduction of the country strategic plan is expected to improve
emergency response as J3by agstratagic owltcares im gapidhyreeblviigo c usi ng
and/or volatile emergency situations  z rather than on particular activities only ~ z WFP will be in a

much better position to respond quickly, flexibly and efficiently with a range of appropriate
activities anWP,2al6ba7, 14X The ee¢ently approved Emergency Preparedness

Policy states that country strategic plan s Jar e t he programmati c vehicl e
preparedness tools and actions into longer -term planning that embed WFP preparedness
activitiesinabroader st r at e gi cWRPE2017Z2IA4)t | (

69. This section discusses pr ogress towards the first of th e goals identified above 7
maintaining and enhancing emerg ency-response capacity z while the related goal of linking
humanitarian and development work is discussed  in Section 2.5.

70. A common view among evaluation informants  was that WFP had, prior to the Integrated

Road Map process, already established procedures, instruments and capacities to respond rapidly

and effectively to sudden -onset emergencies (for example through the Preparedness and

Response Enhancement Programme (2011z2014)). Headquarter staff claimed that , when

required , WFP was able to mobili ze an emergency response through an emergency operation

(EMOP) or special operation within 24 hours. Fr om some WFP i nformantsA persp
concern was thus to maintain the existing strong emergency response capacities through the

transition to country strategic plan s. As shown above, the Policy on Country Strat egic Plans had

higher ambitions .

71. So far there are relatively few cases of countries implementing country strategic plan s
facing unforeseen emergencies. Bangladesh, the Central African Republic, Mauritania and Zambia
have prepared , or are preparing , emergen cy revisions to their T -ICSPs, ICSPs orcountry strategic
plans. Valuable experience was gained from the Bangladesh response to floods and the later large -
scale refugee influx. The pre -existing inclusion of an activity for crisis response under an approved
country strategic plan enabled the country office to immediately initiate an emergency response

to the 2017 floods. In this case , there was no need to prepare a separate EMOP document , as
donations could be received directly under the  country strategic plan (although some informants
elsewhere suggest that a funding appeal for a new activity like an EMOP - precluded in countries
with a country strategic plan - would be more attractive to donors than an appeal for more money

for an existing country strategic plan ). In Bangladesh, in itial efficiency gains were achieved because
all activities were manage d through a single instrument 7z the country strategic plan z which led to
a reduction in processing time (WFP, 2018h: 18).

72. A second, and much larger, crisisf ol | owed when violence in Myanmar
to widespread movement of the Rohingya population , both within Myanmar and across the border

into Bangladesh. The scale of this crisis warranted a revision of the  country strategic plan itself

with augmentation of Strategic Outcome 2 to address increased food needs. In addition, scaling

up supporting services in emergencies also needed to be considere d, with the addition of a fifth

strategic outcome (crisis response, Strategic Result 8) enabling WFP service delivery and logistic
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support to the wider humanitarian community. The WFPPolicy on Country Strategic P lans outlines
an approach where unforeseen and sudden onset emergencies will be handled by adding or
revising one or more strategic outcome s specific to the emergency response, depending on the
specific country context, scope of the response and required spee  d (WFP, 2016b: 9, 10). This can
be done by either revising the country strategic plan itself or creating an emergency addendum.

73. In this second Bangladesh crisis Xhe clearance and approval pr ocess al one t ook on
(WFP, 2017t 4). Informants described a tension between the speed and quali ty of the process, and
no clear guidelines or precedents . For country strategic plan revisions an electronic project review
process (e-PRP and strategic project review process (s -PRP are usually required. However, the
draft country strategic plan guidance on emergencies states that the E xecutive Director may agree
to waive any part of the project review process upon written request by the R egional Director . This
option was not given in the case of Bangladesh. It took a considerable amount of staff time to
respond to all the comments resulting from the project review process . This took time away from
other pressing issues related to the response. Technical budget adjustments unrelated to the L evel
3 (L3) response added a layer of complexity to the b udget preparation and review process.

74. Data supplied by WFP O perations Management Support (OMS) and tabulated at Annex B
(Table 15-Table 19) show that the average number of working days taken from submission by the
country office to final approval through the system for project approval (SPA) was 15 days for new
EMOPs in 2017, and 9 for the LEO in Papua New Guinea in 2018. No new EMOPs were developed
in 2018. By comparison, the average number of working days taken for budget revisions (BRs) of
existing EMOPs was 25 working days in 2017 and 24 in 2018 to date. B udget revision s of country
strategic pl ans respond ing to emergencies through Xrisis response j took an average 12 working
days in 2017 and 35 in 2018 to date (Table 17). The Bangladesh country strategic plan budget
revision took only nine days from submission by the  country office to approval. While sample sizes
are small and the circumstances of each emerg ency and administrative response are different
(sometimes including waivers) , the available data suggest that the country strategic plan
framework has so far extended the average approval time for new funding to support emergency
response.

75. However, the administrative hurdles - partly linked to the initial lack of experience with
country strategic plan -related procedures - did not delay the refugee response in Bangladesh . WFP
was able to immediately scale up activities to meet the massive and rapid influx of refugees and
provide emergency food assistance to nearly half a million people under the existing country
strategic plan, Strategic Outcome 2, even before the revision was approved (WFP, 2017t 2).
Logistics and emergency telecommunications coordination and pre  -positioned equipment ( for
example, mobile storage units) were set up as a result of preparedness investments under
Strategic Outcome 4. Many lessons were learned from the Bangladesh experience of mobili  zing a
major emergency response within a  country strategic plan framework ( WFP, 20171f), and the
organi zation is incorporat ing these lessons in enhanced procedures. The overall conclusion of the
most recent assessment was that this framework can handle an L3 emergency, but that more work
needs to be done to optimi  ze arrangements ( WFP, 2018t).

76. An important finding in both Asia and  southern Africa is that, given a necessary degree of
flexibility, WFP can continue to respond quick ly to a major crisis through the country strategic plan
framework. However, there is a need to be adaptable  z if guidance is too rigid then there is a real
threat to the operational nimbleness of WFP. Other country office s consulted, not yet directly
impacted by emergencies, shared a similar prognosis.  The quality of the emergency response is

as important as the speed with which it is delivered. This issue is discussed further in paragraph s
89 -91.
77. The recent annual performance report (APR) stated that : JAnalysis of the 60 approved

strategic outcomes in the crisis response focus area revealed that 55 are formulated in ways that
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allow the immediate scale up of operations  z enabling WFP to reach affected populations rapidly

in the event of a new crisis. Commo n services, including clusters (if these are not already present
because of a protracted crisis) would have to be added if and when an emergency response is
activated, as seen in the example of Bangladesh. Only five of the approved crisis response strategi c
outcomes are less versatile and may lead to response restrictions because they stipulate specific
population groups , such as refugees (excluding host populations) and/or geographic areas , such
as specific provinces. This may require modification of exist  ing strategic outcomes or the addition
of new ones in the case of an emergency .} WP, 2018m: 98).

78. However, a number of interview ees raised concerns about how the country strategic plan
might negatively affect WFP emergency response in other contexts. The general issue remains -
that if a new emergency requires a revisionto the  country strategic plan , this is potentially a slower
and more cumbersome p rocess than the preparation and approval of an EMOP and/or special
operation . Potential problems were foreseen by several country office s. In some cases,
governments were reported to be resistant to country strategic plan s anticipating the need for
emergen cy assistance, as this can imply a failing of national systems. Where the causes of food
insecurity are political, such as possible post -election violence, the added transparency of the
country strategic plan process made it difficult to include a continge ncy in the country strategic
plan. The converse argument at headquarters is that anticipating emergencies through the
country strategic plan in this way is not necessary, because the country strategic plan framework
and procedures allow for emergency responses to be arranged if and when the need arises ,and
internal processes are being further streamlined

79. Concerns were also raised where emergency situations warranted regional strategic,
resourcing and oper ational coordination. Examples included natural disasters affecting multiple
small countries in the Caribbean or Pacific, or regional refugee crises. The Policy on Country
Strategic Plans does anticipate the necessity of regional responses in specific situ  ations. The
practical details of how a regional response would interact with individual ~ country strategic plan s
and/or ICSPs are now being developed , with particular reference to those two regions

80. Donors are reported to be generally willing to fund an emergency response, if an approved
plan, programme or project is in place. The country strategic plan has had limited reported impact
on the willingness or ability of donors to contribute funds, although the loss of the EMOP
document was felt to have reduced visibility (paragraph 71 above). A new situation report template
has been developed for use in emergency response fund  -raising. Lessons from the WFP response
to the refugee emergency in Bangladesh supported preparation of this template.

81. In terms of operational effectiveness, the major financing challenge is to bridge the
inevitable delay between the onset of a disaster and the receipt of funds. WFP has closed this gap
through the establishment of a number of advance financ  ing mechanisms. The most important of
these for emergency response is the use of the Immediate Response Account (IRA: Section 2.6
below ), which gives WFP the ability to proactively respond to emerging crises in advance of donor
decision -making. The Immediate Response Account procedures have been adapted so that the
funds can be drawn through the country strategic plan . Emergency responses also continue to
benefit from the availability of pre -positioned food stocks in the Global Commodity Management
Facility (GCMF). Other advance financing mechanisms (including internal project lending and
macro-advance financing) are less relevant to emergen cy response and are discussed further in
Section 2.6.

82. The operational efficiency of WFP in responding to emergencies appears to be affected to
some degree by the shift to the IRM/CSP framework. As with other areas of programmatic
response, the increased transaction costs ( Section 2.9 below) associated with managing the new
framework may detract from operational capacity. Tighter earmarking of resources ( Section 2.6)
has led to a reported reduction in operational flexibility. For example, food pipelines are now
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managed at the level of activities rather than for the operation (  protracted relief and recovery
operation ( PRRO or EMOP) as a whole. The consequence of a clearer distinction between pipelines
has been reduced flexibility to borrow resources to respond to urgent emergencies. However, the
amount of flexibility available under the previous system should not be exaggerated, and t he
counter argument is that the new arrangements will provide greater predictability of resources to

non -emergency operations in periods of crisis.  In theory , meanwhile, intra -country strategic plan
loans are reported ly still possible . However, they are seen as cumbersome , requiring negotiation
and approval with each donor.

83. The majority of country office s consulted?® reported that the detailed procedural
arrangements and guidance in relation to responding to emergencie s in the IRM/CSP framework
remained inadequate and unsatisfactory.  The complete draft country strategic plan guidance for
emergencies was not available prior to the crisis in Bangladesh and as a result, there was a lack of
clarity about guidance, process d etails, templates and approval authority in this early instance of
major emergency response under a country strategic plan . The headquarter units responsible

reported that they were only brought into the process relatively late. The guidance has since been
updated .
84. In addition to the direct provision of relief assistance, WFP is mandated to provide services

such as United Nations Humanitarian Air Service (UNHAS) and United Nations Humanitarian
Response Depot (UNHRD) logistics. It is also the lead for emerge ncy cluster services to the
humanitarian community, with an official accountability to the rest of that community. Other non -

mandat ed services ar e carried out t o Jrehabi

infrastructure to permit timely and efficien t delivery of food assistance, especially to meet
emergency and protr @eER2Bi:W0el i ef needsi

85. The WFPIntegrated Road Map audit noted that the corporate position on the management

of common and on -demand services under the Integrated Road Map framework remains unclear
(although efforts have been made to clarify approaches since the audit was done) . Within the
country strategic plan , such services are captured under SDG 17 , under the service -delivery
modality. However, the logic of this placement is unclear  z and developing workable monitoring
indicators on performance in this area is proving challenging . Furthermore, in an effort to keep
the number of the activities in the  country strategic plan manageable, logistics , common services
and corridor management were aggregated i n some countries with a capacity -strengthening
activity. At a practical level , this complicated the management of budgets and costs for such
services, which ha d their own specificity and complexity (WFP, 2018a 26).

86. In the early case of Bangladesh, there was a specific lack of clarity whether existing
preparedness activities under the country strategic plan Strategic Outcome 4 (resilience building),
could be used for shared service delivery in logistics, air transport and emergency
telecommunications for the crisis response. A new  Strategic Outcome 5 (crisis response) was
created, based on perceived donor and activity manageme nt preferences , and on the argument
that resilience and capacity -building work for emergency preparedness is different from crisis
response and logistics work . Furthermore, for the service provision component, there was some
confusion about who wa s doing what, as most special operations were previously designed
centrally in headquarters and a new support modality is yet to be defined. According to
headquarter informants, guidance on these issues has since been clarified , and emergency
preparedness work has been placed in the Jrisis response j focus area in more recent country
strategic plan s.

20 In March z May 2018 (see paragraph 2, Section 1.1).
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87. The process of revising country strategic plan narrative and budgets is still unclear,
especially in the context of an L3 emergency response. A budget revision in Colom bia (like
Bangladesh, a Wave 1A country) took over two months because full clarity on the process had not
yet been achieved. S ome other country office s also considered it cumbersome and difficult . The
delegations of authority were slow to define and put in place. Interim delegations of authority,
relating to the authority for programme approval and budget revisions, were only approved by

the Executive Board at its Second Regular Session in 2017. Learning and consequent adjustments
continue. Permanent delega tions of authority, drawing on experience from the interim period, are
only expected to take effecton 1 March 2020.

88. There were important initiatives to capture early experiences in emergency response
under country strategic plan s. A review was undertaken of the processes employed under the
Integrated Road Map framework to respond to the Bangladesh/Myanmar crisis. (Lesson learning
exercises are mandatory for all L2 and L3 emergencies and are expected to continue to capture
Integrated Road Map -related issues .) Another review drew lessons from revisions to the Zambia
T-ICSP to accommodate an emergency response in that country.  All these lessons are expected to
facilitate and better inform  the future emergency responses of WFP and are being converted into
new guidance. | nformants argued that these lessons had already led to more efficient and timel y
response to the subsequent Papua New Guinea earthquake z albeit as a LEO rather than country
strategic plan response.

89. A number of risks and opportunities were identified in how the country strategic plan
process may interact with WFP ability to respond to emergencies  in the longer term . The biggest
concern relate d to a fear that country strategic plan s may increasingly pos ition WFP as an agency
for advice rather than action , leading to a degradation of its direct response capacity. For example,
in Indonesia WFP has witnessed a steady fall in staff numbers and skills  z predating its country
strategic plan by some years - and the country office As abil ity to respond
contexts is seen to have consequently diminished.  Similar challenges were perceived in El
Salvador. However, such a reduction in WFP capacity at country level may be matched by an
increase in the capacity and competence of national disaster management authorities , which has
arguably been the case in Indonesia ; and the introduction of country strategic plan s does not
necessarily lead to any reduction in the emergency response capacity of WFP itself.

90. Conversely, some stakeholders argued that the  country strategic plan provides a
significant opportunity to strengthen emergency response through greater attention to
preparedness in advance of a crisis. Specifically , the country strategic plan process is aligned to
embedding and sustaining preparedness functions within national systems. In principle , the
country strategic plan takes a longer -term view of emergencies, rather than responding to one  -off
events. The NZHSR guidance encourages an integrated analysis of the immediate and underlying
causes of hunger, alongside dialogue with the responsible national institutions. Importantly , the
country strategic plan framework provides for capacity -building operations without concurrent
food assistance.

91. In theory , such preparedness activities may be used to channel a more timely and efficient
crisis response z whether implemented by WFP or other agencies. However, other stakeholders
pointed out that this in turn depends on the extent to which WFP is appropri ately (re)tooled to act
as an enabler of capacity strengthening.

25 Links between Humanitarian and Development Work

92. The intention of WFP, through its Policy on Country Strategic P lans, is that by taking a
holistic approach across the whole WFP portfolio in  a country, its country strategic plan will
facilitate more strategic linkages between humanitarian and development work ( WFP, 2016b: 15,
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18). A holistic approach should mean genuine integration and complementarity between its
components, rather than the simple inclusion of both humanitarian and development activities in

the portfolio. This intention is linked to the growing focus by WFP and other agencies on the
humanitarian -development nexus z for WFP, this means building on its established commitment
to strengthening the livelihood resilience of its beneficiaries. Intha  t sense, it was described by one
informant as an evolution rather than a revolution and is now framed by the expanded concept
of a humanitarian -development -peace nexus.

93. The Policy on Country Strategic P lans recogni zes this triple nexus , but only mentions peace
once, referring also to the WFP policy oniits role in peacebuilding in transition settings  (WFP, 2016b:
3; WFP, 2013 WFP, 2014b). More recently, WFP hasemphasize d t hat it s 3 mo-year,
comprehensive country strategic plans enables WFP to forge the long -term multi -stakeholder

t owar ds

partnerships thatarecentral t o humanitarian, devel opm8utithanalsad peace
raised concerns about the 3l ack of a clearly identified role
or agency regional offices to support implementation of joint humanitarian, development, and

peace effortsi and the p 0 s adofdination tayd cdlldbardtion Withi t e d Nat |

governments might sometimes jeopardi ze adherence to humanitarian principles  (WFP, 2018n: 5,
8; paragraph 49 above). An annex to the paper just quoted , which aimed to provide practical
guidance and examples, did not set out the specific role of country strategic plan s in incorporating
peace into a triple nexus in any detail (  WFP, 20180). This issue may still be under review at WFP .
Meanwhile, some country strategic plan s, for example in Asia, are reported to address peace -
building issues either explicitly or implicitly.

94. Informants in and beyond WFP believe that the country strategic plan framework
constitutes important conceptual progress in this regard and helps to remind those stakeholders
outside the organi zation that, despite appearances in recent decades , WFP was established with
a development as well as a human itarian mandate (WFP, 1993. Asked on which long -term
strategic aim the country strategic plan approach was likely to have the most positive impact, 18

percent of the evaluati on As(al WRPR staifeiderdified bettey linkse s ponden

between humanitarian and development work (Figure 2 below). This was the second most
common response (although far behind the aim most often mentioned: improved alignment with
national policies, which 53 percent of respondents said would be most positively affected ). As one
survey respondent argued: 3 T hceuntry strategic plan allows WFP to build upon emergency
response to pave the way for development planning within the same framework; it helps promote
programmatic convergence, flexibility of response to sudden chang ing condition s and needs .}
Informants observed that, within the Bangladesh  country strategic plan , the recent emergency
response was accompanied by efforts to initiate and integrate resilience and rehabilitation work,
involving host populations as well as  refugees.

95. The structure of country strategic plan s, with their three focus areas ( Xrisis response i,

Fesilience building j and Jesponse to root causes i), clearly showstheorganizat i onAs pr ogr amma

commitment to link and integrate humanitarian and development interventions in ways that

should make the former | ess nece sosrdry portfolid lbedgesswzal uat i o

which so far exclude many of the countries withth e biggest WFP humanitarian operations - shows
that 39 percent of all activities in  country strategic plan s and ICSPs are categorized under
Jesponse to root causesj; 35 percent under JJesilience building j; and 26 percent under Xrisis
responsej (Figure 3 and Table 3). However, available data on funding z still very early in the
transition to country strategic plan s - show that 4 8 percent of funding contributions to  country
portfolio budgets were allocate d for JXrisis response } work; 33 percent for Xesilience building §;
and 8 percentfor 3 r e s p o mosteausenj. Data on all country portfolio budgets to date shows
that, of actual expenditure so far , 33 percent has been recorded in the system as for Jrisis
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response {; 11 percent for Jesilience building §; and 4 percent for 3 r e s p 0 nmaotecausesi (see
also Section 2.6 below).??

Figure 2 Survey resp onses: strategic aims on which country strategic plan is likely to have most
positive impact

Looking ahead, based on your experience, which of the following long term strategic aims is the CSP likely to have the
most positive impact on?

0% 10% 20% 30% 40% 50% 60%
Improved alignment with national policies G 53%
Strengthened harmonization with United Nations entities and processes [l 3%
Greater flexibility in planning and funding, including reduced earmarking I 4%
Better linking of humanitarian and development work | 15%

Enhanced WFP capacity to address gender and other cross-cutting issues effectively Wl 1%
Simpler, more predictable resource allocation W 1%

Improved visibility and communication [l 4%

Reduced transaction costs = 0%
Enhanced performance management, reporting and accountability |l 4%
Stronger and broader partnerships I 6%

Other (please specify below) I 5%

W Positive impact

Source: online questionnaire survey carried out by the evaluation ( Annex E).

96. As emphasi zed above, the new country strategic plan structure is seen as a useful shift in
the way that WFP presents its mandate and commitment, rather than a substantive change in the

kind s of work WFP does. There are three reasons for this. First, as noted, asset creation and other
resilience -building interventions are a long -established part of the WFP portfolio in many
countries. School feeding is another long -running mode of WFP support (analysis of country
portfolio budget s shows that 59 percent of these activities in  country strategic plan s are now
classified under 3 r e s p o nawtecauses}). Second, a different framework or presentation does
not necessarily mean an increase in the implementation of development -related activities in
Jesilience buildingj and Yr e s p o nr@tecauses} z because funding for such an expanded
portfolio takes tim e to materiali ze (Section 2.9 below). Third, the presentation of humanitarian and
development activities in one portfolio, or  country strategic p lan Jdine of sight j table, does not
guarantee sustained , holistic thinking across that portfolio, still less the integration of activities
and outcomes in WFP operations or beneficiary livelihoods. Indeed, some WFP informants were
concerned that the focus areas could themselves become silos within the  country strategic plan
They said that it was hard to develop synergies between the strategic outcomes of their country
strategic plan s. They also said that the country strategic plan structure could make it more difficult
than before to link humanitarian and development work on the ground Z although this may not
prevent humanitarian and development specialists (for example, in Mozambique) from working
more closely together.

21 Qverall funding and expenditure percentages are calculated on all amounts received and spent, including those not
allocated to any specific focus area. Percentages therefore do not sum to 100.
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Figure 3 Percentag e of country strategic plan activities, funding and expenditure by focus area
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Source: CPB project plan data, 29 May 2018.

97. Some established areas of WFP competence and commitment are not automatically
placed under only one focus area. Because of the spec ific details of modality, context and/or target
population, the se areas may be included in any of the three, as shown in Table 3 below. This
includes only approved CSPs/ICSP as of May 2018 . This may be thematically logical, and/or
operationally expedient , but it does call for integrated presentation and rationali  zation , at country
and corporate levels, of the roles each type of work can play across the focus areas that comprise
the portfolio as a whole.

98. It should also be noted that in some countries  z including some of the middle -income
countries for which the country strateg ic plan concept was first intended 2z WFP has largely or
completely ended its engagement in the humanitarian sector. Of the 70 country strategic plan s
(including (T -)ICSP) analysed for the evaluation, 37 have no activities in the  Jrisis response } focus
area. In such countries, reference to the humanitarian  -development -peace nexus may appear less
relevant, although ongoing support for  Fesilience buildingj and 3 r e s p o rratecausesj work
(often in technical assistance mode) can arguably help str engthen the ability of individual s and
institutions to resist or respond to emergencies. There are also areas of severe, ongoing
humanitarian need z such as the in the Democratic Republic of the Congo - where WFP has found
it easier to secure funding for Jesilience b u i | dnork thgn for Jrisis response j. Conversely, the
country office in another fragile state firmly expected that most of the funding for its ISCP would
focus on Xrisis responsej activities, arguing that the new country strategic plan structure would
deepen the divide between relief and recovery work because it would be harder to use part of the
humanitarian funding stream for development  -related activities , like strengthening the livelihood
resilience of households recovering from crises. Meanwhile, some middle -income countries , like
El Salvador, may face new forms of slow onset crisis linked to spreading social pathologies , like
gang violence, posing challenges for a different kind of humanitarian capacity and response
through WFP country strategic plan s.

Table 3. Activities registered in country strategic plan s and interim country strategic plans to date by
activity category and focus area

Number of activities
Focus area
Resilience Response  to
Activity category Crisis response building root causes Total
Analysis, assessment and monitoring 3 3 6
Asset creation and livelihood support 17 2 19
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Number of activities
Focus area
Resilience Response  to
Activity category Crisis response building root causes Total
Climate adaptation and risk 1 7 1 9
management
Emergency preparedness 2 3 1 6
Individual capacity strengthening 2 4 3 9
Institutional capacity strengthening 2 20 41 63
Malnutrition prevention 4 4 10 18
Nutrition treatment 2 2 1 5
School meals 4 5 9 18
Service provision and platforms 14 4 2 20
Smallholder agricultural market support 6 9 15
Unconditional resource  transfers to | 28 2 2 32
support access to food
Other 3 3
Total 59 77 87 223
Percentage 26 35 39 100
Source: WFP CPB project plan data, 22 May 2018 .
99. These are examples of the diverse , country -specific factors that affect the meaning, value

and impact of increased emphasis by WFP on the humanitarian zdevelopment zpeace nexus. At
opposite ends of the spectrum are  middle -income countries, where little or no external
humanitarian support is needed (although this is not th e case in all middle -income countries ), and
countries overwhelmed by humanitarian need (where, asin ~ the Democratic Republic of the Congo ,
donor fatigue may complicate funding). More central in the spectrum are countries like Zimbabwe

and Mozambique that u nderstand and support the arguments for WFP to play a more
developmental role. Some states, for example, Namibia and the Republic of the Congo, may be
willing in principle to fund more of WFP developmental services themselves, but (according to
informants) are currently inhibited by domestic fiscal difficulties. There is also diversity in the
extent to which governments and donors are willing to recogni ze WFP expertize or potential
contribution in certain fields, such as social protection in Kenya. A converse risk is that WFP is
funded to do such work, but fails to perform optimally, diminishing its credibility at the
humanitarian -development nexus. More immediately, the recent Integrated Road Map audit
noted the chal lenges some country office s face in finding the skills for designing and delivering
more developmental activities (WFP, 2018a 22).

100. Some informants noted the prospect that the shift towar ds the humanitarian z
development nexus might be halted or reversed by a major crisis like the recent El Nino drought
in southern Africa. A related concern among some WFP staff and donor agencies is that the new
emphasis WFP has placed on its developmental mandate might divert its attention in maintaining
excellence in crisis response (Section 2.4 above). The Policy on Country Strategic P lans empha sizes

the organizat i onAs ongoi ng, cent r al Sedienn?diabored. iRéviewing itst hi s ar |

reports from 2016, the WFP Office of Evaluation

of emergency response with approaches that contribute to sustainable hand -over strategies, but
have sl owe WFPk, 2007 t).nsj (

101. The growing emphasis on the Jesilience b ui | dandndgsponse to root causesj focus
areas of its country strategic plan s heightens existing challenges of staff capacity for WFP.
Although the organi zation has long had skills in some aspects of resilience building (notably food

for assets work), informants point to the need for expan  ded competence in fields like social
protection and farm -to-market linkages. The transition also requires a change in mind -set from
dealing with relatively short -term interventions to longer -term efforts aimed at capacity
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strengthening . The WFP People Strategy (WFP, 2016K) predates the introduction of the  Integrated
Road Map, and its more recent Organisational Readiness Toolkit (WFP, 2017u) is a structured set
of checklists for country office s to use on human resources and other issues, rather than a
corporate policy or strategy to guide WFP adjustment to the requirements of the Integrated Road
Map.

102.  Itis important to distinguish internal WFP perspectives on all these issues from those of
external stakeholders. WFP informants are generally ready to accept the potential logic and value

of the country strategic plan approach in strengthening their organi zat i onAs ef fectivenes
humanitarian zdevelopment zpeace nexus. But they often express sce pticism, too, about whether
their human and budgetary resources will enable them to capitali ze convincingly on this potential.
Some fear that WFP has b een too ambitious , or z for various reasons - promised more than it can
deliver. Out si der s Ato WEPtandt thechenmnitarian zdevelopment zpeace nexus have not
been altered much by the introduction of  country strategic plan s. Some expect to continue
established collaboration in fields like resilience , and ongoing innovation on approaches that may
strengthe n the developmental impact of humanitarian efforts Z such as cash transfers . Others
remain sceptical about WFP capacity z or mandate Zz outside the humanitarian sector. Some are
willing to support WFP expansion into new areas like farm  -to-market linkages but are not fully
confident about adequate resourcing for work in such areas and/or about WFP capacity to succeed

in them.

103. Many factors beyond the policy shift itself , therefore, affect the longer -term prospects of
achieving the stronger integration of humanitarian and development work to which the Policy on
Country Strategic P lans aspires. First and foremost is the provision of enough funding to convert
concepts into action, as d iscussed in Section 2.6. Credible performance with the funds that are
received will also be a vital factor z which means a comprehensive and credib le monitoring and
reporting system to demonstrate that performance . Political and environmental stability are
needed, to give space for a stronger developmental emphasis in WFP portfolios. Time is a factor
too: other things being equal, a second cycle of country strategic planning will be less influenced
by older ways of working and will be better placed to shift the organi zation further to the centre
of the humanitarian zdevelopment zpeace nexus.

2.6 Predictability and  Flexibility of Resource Allocation

104.  One of the four goals of the Financial Framework Reviewwas t o 3i ncrease the pred
of resources so that country offices can optim ize operational efficiency and effectiveness. Another

was to Jsi mpl i f-mantalgee me rets o U r GdrRe V2016dk £0). The financial

architecture pre-country strategic plan supported a project -based approach , under which

managers had 3l imited flexibility to move ufigetndi ng a
revisionj. Also, the implementati on Fmdnciaimrdmewor!| e pr oj «
Reviewobser ves, created 3fragmented funding sWHPeams an

2016d: 5). The Financial Framework Review was designed to address these challenges, presenting
a holistic view of resources to improve planning, budgetin g and performance management.

105. In addition, t he Integrated Road Map tools, in particular the country portfolio budget and

corporate r esults framework , would enable WFP to create a Jine of sightj that links results to

resources. This increased transparency was designed to improve focus on performance. It was

hopedt hat this in turn would 3l ead to more multilatera
contribute at higher levels of the budget structure or by thematic area. In addition, the multi -year

nature of country strategic plan s, with outcome information on  planned results, could provide a

basis for donors to provide resources over multi -y e ar p e WkPp2DE5¢: 9).(These aims, for

more flexible and predictable funding , were ambitious and not something that would be achieved

quickly, as they require d changes in donor behaviour and sometimes policy. Nonetheless ,
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expectation s were raised that the new arrangements would lead to an increase in more flexible
funding at a higher level of the results chain , as well as an increase in multi -year funding.

106. However, most country office s covered by the evaluation reported continuing high levels
of earmarking by donors , preventing the desired flexibility of resource allocation across focus
areas or across the whole country strategic plan . While country office s in some middle -income
countrie s are exploring new funding from private sector and philanthropic sources, informants
state that these donors also expect to focus their support on very specific activities.

107.  Many stakeholders throughout WFP contend that the practice of earmarking has incr  eased
due to the availability to donors of more detailed activity level budgetary information . They are
concerned that resources are increasingly earmarked at the sub  -activity level as well as the activity
level, and that donors may also specify the modali ty to be used . These perceptions are not easy
to verify because of the difficulty in comparing the new approach with the previous systems; but

they reflect the problem that expectations have not been met. This issue is also reflected i n
response s to an online survey question on what long-term aims the country strategic plan has
most positively affected. Only 1 per cent of r e s p osmglernmse prediotakle d 3
resour ce a(Fidue @avrhiledld percent saw this as the strategic aim on which  country
strategic plan was likely to have the least impact, or the most negative effect (  Figure 4). What this
evaluation has learned is consistent with observations made by the Integrated Road Map Audit
(WFP, 2018a 14).

108. It appears, however, that for WFP as a whole, there has not been a major increase in
earmarking. While it is difficult to identify the level of earmarking in the system that preceded the
country strategic plan approach, it appears that the situation was already serious when country
strategic plan s were introduced. A 2013 study of contributions from the top ten donors to th e
project system showed that 88 percent of all contributions were earmarked to below the p  roject
level or had additional conditions attached related to purchasing restrictions or geographic
targeting (WFP, 2018e 1).

109. The data in Table 4, presented at a WFP meeting in May 2018, refer to grants to 47
countries operating under the Integrated Road Map framework. The table shows that, while 90
percent of funds have been allocated at the activity level, this only represents 61 percent of the
number of grants. However, the 95 individual grants allocated above the activity level represented
only 10 percent of the total volume receiv  ed.

Table 4. Grants to WFP countries operating under Integrated Road Map  framework, by allocation level
% of total
No. of | no. of | Volume % of total No. of
Allocation level grants grants (USD) volume countries
Country | evel a7 20 61,127,395 3.4 26
Stategic  result | 2 22,605,037 1.2 4
level
Strategic - outcome |, 17 107,323,273 5.6 20
level
Activity | evel 146 61 1,723,748,312 90 35
Total 241 100 1,919,804,017 100 47

Source: WFP, 2018e: 3.

110. In general, the aim of more flexible financing is some way from being achieved and this is
proving problematic at country level.  Conversely, donors may not yet feel fully convinced that  the
WFP mandate is clearly delineated or dovetailed with those of other United Nations entities; or

that country strategic plan s adequately explain how the broader strategies of WFP will work. One
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country office regarded this as a missed opportunity, noting that the very donors that approved

the strategic shift to the Integrated Road Map were not fulfilling their side of the bargain. The
responsibility to change donor behaviour is seenasa  headquarter responsibi lity, working at a high
advocacy level with donor capitals. Moving forward, more is expected from headquarters and
regional bureau x in terms of resource -mobilization support. This would include attracting new
kinds of donors and sharing the burden of raising funds across all levels of the organi zation .
Country office s express a fear that the experience and skills for a more extensive role in mobil izing
resources are not available in the country office. This is especially the case where new sources,
such as the private sector, philanthropi ¢ donors and host government s are involved.

111.  In addition to flexibility, the level and predictability of resources are central to how
effectively the activities defined in the country strategic plan can be implemented. Some positive
results were reported with respect to the duration of funding. A few countries reported the
willingness of donors to consider longer -term financing, which expands opportunities for WFP to
make developmental contributions and to offer its staff longer -term employment z in contrast to
the contracts of less than 12 months that many currently receive. However, this is not believed to
have been associated with the introduction of the  Integrated Road Map per se, rather a concurrent
shift in donor policy. Similarly, based on a few country experiences, some donors are more open
to reduced levels of earmarking. This may not be  necessarily attributable to the country strategic
plan but may have been in the pipeline earlier.

112.  Two related ele ments are explored here. First , how a country will strike the right level of
ambition when establishing its country strategic plan at the outs et. This includes defining the
strategic outcomes and related activities it wishes to pursue. Second, given the reality of available
resources, how it organ izes its work.

113. The country strategic plan strategic outcomes, activities and related country portfolio
budget would ideally be informed by needs identified through the NZHSRprocess. Itis not evident ,
however , how a country office will strike the level of its strategic ambitions having regard to, on
the one hand, full needs and the other, the his torical level of achievable resources. As a regional
bureau noted, Jbudgeting based on historical trends is a problem because it looks at the past (i.e.
budgeting on past trends) to guide what levels we should plan for in the budget and this is contrary

to the idea that in many country strategicplan s WFP i s trying do Bvibdeneet hi ng d
given to the WFP Integrated Road Map audit indicated that country office s with low historical
funding levels may develop ambitious country strategic plan s that are approved , despite the poor
prospects of their being adequately resourced , or they may adopt a conservative approach that
mainly just continues their pre -country strategic plan activities (WFP, 2018a 21-22). The question
is whether a full articulation of ambition is appropriate. Country office s may face a choice z to be
ambitious and aspirational , or to limit their expectations to historically reali  zed funding levels.

114.  The evidence suggests that allocation of resources to  strategic outcomes and their related

activities has been piecemeal, irregular and need s to map to short term activity -specific funding

from donors. While the above is not altogether the direct result of the introduction of the country

strategic plan framework, expectations of improvement were raised. To illustrate this point, a
response to the onl i necouwtyrstategic plano tvas gresertied &s a sinpgiee

system to plan and manage resources. In reality, it has been the opposite. Now it is more difficult

to plan, it is more difficult to manage resources and
to an online survey questio n on what aims of the country strategic plan it has most positively

affected only 4 percent of respondents picked Jgreater flexibility in planning and funding , including

reduced earmar ki ngj as t hecosmtryrsteategcglanc approath islikelywoh i ch t he
have the most positive impact ( Figure 2), while 27 percent saw this as the strategic aim on which

country strategic plan was likely to have the least impact, or the most negative effect (  Figure 4).
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115. This situation forces country office s into a cycle of constant, expe dient short -term funding
decisions aimed at creating liquidity. One consequence is that creative solutions are found to
manage short -term fluctuations in budget availability in specific  -activity budget lines , which can
obscure the intended line of sight be tween resources and results . This ongoing lack of
predictability has required repetitive revisions to spending plans, led to inconsistent support
across activities and risks WFP reputational damage. Again, this may not stem from the country
strategic plan framework, but nor did the introduction of the country strategic plan framework
effectively solve the problem.

116.  Predictability of resources has a critical impact on safeguarding staff positions and in
attracting and retaining talent. An internal audit cond  ucted in 2016 reported that 70 to 90 percent
of local recruits in country office s were under temporary contract arrangements, despite fulfilling
core managerial and technical positions (WFP, 2016f. 10). Such staff could not be provided with a
career path. The uncertainty associated with these temporary appointments was seen as a key
reason for staff turnover. While this situation pre  -dates the country s trategic plan , the lack of
flexibility and predictability in funding under the it may exacerbate the situation. This comment
froma countryoffice i | | ust r at e Bhemdstaotigeable nisk/effec#[ofthe country strategic
plan] has been on staffing and the use of staff. Previously, as staff were funded out of direct
support costs (DSO), there was a great deal of flexibility in how staff were deployed and used across
activities. Now they are tied to specific activities making it  hard to both maintain continuity and
start -up activities while awaiting initial contributions Un one of the countries vi
that all but one of the approximately 40 staff were on three - and six-month contracts. In this case ,
lack of fundi ng had led to a staff member being discontinued, only to find that resources were
subsequently secured, allowing the position to be re  -filled, but with disruptions associated with
recruitment and retraining.

117.  The continuing staffing challenge faced by country office s is not adequately addressed by

the Organisational Readiness Toolkit ( paragraph 101 above). It undermines the ability of WFP to

deliver high quality programmes and is wells ummed up by this view from a country office : 3 There

is a] major concern about maintaining adequate staff capacity and continuity. If there is no fully

flexible budget ords eed money A f or atfthé eangytoffiee Apr sga@arftfi @wrosd s, 3
staff costs have to be pro -rated across activities, and donors are not funding much (or at all) at

outcome level, it becomes difficult or impossible to assure continuity of funding for quality staff

whose capacity has been built over time .} This is an issue that has not yet been successfully

addressed within the transition to the  country strategic plan framework.

118.  Given the ongoing high levels of earmarking, it is evident that there is very limited
unrestricted , fully flexible funding. This substantially constrains country office s/ability to effectively
plan, engage and bridge funding pending securing of further resources. Macro -advance financing,
a component of the F inancial Framework Review, s ought taggredamped udgetduthority
for country offices early in the process to reduce the effects of fragmented funding streams,
increase the predictability of resources, and maxim ize ef fi ci ency anWFPe0lbdect i vene
18). Macro-advance financing is in addition to two existing advance financing mechanisms: internal
project lending (IPL) which allows contributions to a project to serve as collateral to support
spending on the project before the ¢ ontributions are confirmed, and the Immediate Response
Account (IRA) for finan cing specific activities addressing life -threatening situations without the
need for collateral. The Immediate Response Account is a multilateral fund established in 1991 to
fund immediate assistance. Since 2011, USD 1.17 b illion has been allocated from the Immediate
Response Account to WFP operations worldwide z an average of USD 167 million annually.

119.  While the aims of macro-advance financing were good, it has not been mainstreamed as
a key tool in smoothing funding , due largely to the fact that tightly earmarked donor contributions
make it difficult for country office s to refund macro -advance financing transfers (WFP, 2018q: 6).
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One country office that piloted macro-advance financing stated that it did help to regu larize
support to beneficiaries; other informants d  id not consider the pilot to have been successfu I. The
high levels of earmarking emphas ize the need for some proportion of unrestricted funds . Such
funds would: give a degree of stability to country office staffing; enable meaningful activity
planning ; provide bridging finance ; and act as a basis for enabling the country office to pursue
new and innovative activities for which donor funding may not immediately be available.
Earmarking at current levels, in the absence of some form of fully flexible funding,
disproportionately impairs WFP  ability to work in its Jesilience b u i | dandnJegponse to root
causesi focus areas of work -as was noted inthe Regional Bureau Panama region , amongst others .

120. In response to the finding of the recent internal audit of the Integrated Road Map that
some country office s need seed funding to support the effective design and implementation of

new roles and activities under country strategic plan s, WFP management has proposed the
establishment of a JWFP 203 investment fund. The fund would help br idge the gap between
previous and new ways of working and ensure that WFP is able to reposition and operationali ze
its activities based on the outcomes of comprehensive NZHSRs, including through the efficient and
effective deployment of support throughout all stages of the country strategic plan process (WFP,
2018f: 7).

2.7 Visibility and  Communication

121.  Through the country strategic plan s, governments , development partners and a broader
range of stakeholders have greater understanding of the overall programme of WFP. Combined
with the broad engagement undertaken through the NZHSR process, this has raised WFP visibility
at the country level. A clear goal of the Policy on Country Strategic P lans was to help WFP articulate
its specific contribution to national efforts and reposition itself at the country level ( WFP, 2016b:
15). The country strategic plan s set out a clear time -bound strategy and implementation plan for
the entirety of WFP activities in each country where it works , accompanied by a single ,
comprehensive country portfolio budget.  Interms of communication and visibility, this is, by itself,
an improvement on the project -by-project approach , even where, in some countries, individual
project documents were accompanied by a country strategy or similar document.

122. However, at this early stage ther e is less evidence that, as a result, governments are
Jincreasingly invol ving WF P in policy and grogramm
devel opment spectr umj Policgon Coubntjy SteategicvPdan o(MWFPt 2016b: 15) 7

although such stronger involvement has  happened in El Salvador. While the process may also

contribute tothe pol i cy objective of a 3great eaetuend emasn daantde jn gi
some cases the increased visibility has led to partners questioning WFP mandate at the country

level, requiring WFP to explain what is in the E xecutive Board -approved Strategic Plan (2017-2021).

Increased visibility may also lead to unrea listic expectations. The move beyond what is perceived

by some as the core business of delivering humanitarian assistance towards a greater role in more

developmental areas is made very clear ina country strategic plan .

123. Some countries recogn ize that the country strategic plan itself may not be the ideal
communication product for all stakeholders and have therefore produced shorter products such
as two-page summaries , brochures and updates (for example, Zimbabwe) . In some cases, relevant
documents have bee n translated into local languages. The Jihe of sightj can be a very good
communication tool , as it clearly sets out the activities and the linkages to the SDGs. Some country
office s are already exploiting this potential in their communication strategies.

124.  Use of the country strategic plan to communicate to the Executive Board is also important
and the Executive Board is consulted from the CSP/ICSP concept note to the final approval of the
CSP/ICSP itself However, the content of the country strategic plan may not meet the demands of
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all the membership and two specific examples have been raised by Executive Board members.
First, some members would like the country strategic plan to better explain the partnership
strategy, specifically to ensure that WFP is undertaking activities where it has comparative
strengths and forming partnerships where it does not. New guidance on this issue has led to
improvements in some of the more recent  country strategic plan s (for example, Kenya) although
some Executive Board members believe it is still not enough. Second, some Executive Board
members have noted the need for better explanations of the overall strategy, specifically why
certain activities or modalities were chosen above others (for example, why cash -based transfe rs
were selected rather than alternative approaches). Both these changes would probably require
either reducing other sections of the  country strategic plan document or increasing its permitted
word -count.

125. A corporate strategy for communications and brandi  ng was introduced in December 2016
(WFP, 20169). It was aimed at support ing the shift required by the new Strategic Plan  (2017-2021)
and the Integrated Road Map and to guide country -level communications and advocacy planning
with the goal of realizing Agenda 2030. This set a good foundation but was not always translated
fully into communications work at the country level. Two of the countries in the first wave of
country strategic plan s, Colombia and Zimbabwe, prepared communication and vi  sibility plans
with the help of the Partnership and Advocacy Coordination Division .22 The Regional Bureau
Johannesburg also assisted Mozambique in the development of a communication strategy for its
country strategic plan .

126. To address this issue in a more systematic way, the Communications Division is working
with upto ten pilot country offices to learn how best  to respond to their strategic communications
needs. A three -phased approach is being undertaken for each pilot: Ph  ase 1: Survey to define a
communications framework; Phase 2: In -country mission involving headquarters , regional
bureau x and country office ; Phase 3: Delivery of the fir st draft of a communication (and advocacy)
strategy. Lessons learned during the pilot p hase will inform the identification of good practices
and the development of resources and training courses. The development of strategic
communications capacity is also supported through a digital information and resources platform.
Capacity strengthening will also be supported by the regional communications officers.

127.  The above initiatives go beyond the country strategic plan s, and although the country
strategic plan s can play important roles in communication strategies there is limited guidance on
using them for communications purposes. There is some guidance on strengthening the content

of products, for example annual country reports (ACRs Kangas, nd; WFP, 2018¢. But to ensure
effective visibility , the Communication Division is urgin g that communications need to go beyond
products and be more strategic. There is little evidence of lesson learning or identification of good
practices from the field specifically related to the  country strategic plan process, although this may
be addressed through the Communications Division project described above.

128. Looking to the future, there are good opportunities for WFP in contributing to this
organizational outcome. Beyond the initial opportunities for increase d visibility and
communication through the NZHSR and country strategic plan formulation processes, there are
additional opportunities throughout the country strategic plan cycle. The annual county report
should provide an opportunity to maintain momentum a nd keep WFP visible to in -country
stakeholders. It will provide an opportunity to address a key communication challenge by sharing
changes in WFP strategy that may have taken place in the year. Other opportunities for
maintaining the communications momentu  m will be through engagement during the mandatory
country strategic plan mid-term review ( MTR) and country portfolio evaluation processes. The
increase in visibility is also closely linked to resource mobil ization and the development of

22 Now the Communication and Advocacy Division.
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partnerships (Section 2.10). Partnerships with the United Nations system were discussed in
Section 2.3, but these also present an opportunity to communicate as part oft  he United Nations
system at the country level.

129. The organization also faces some serious risks. Just asincreased transparency may lead to
guestions on mandate, it can also heighten the consequences of not achieving the promised
results. The challenge of an incomplete set of indicators for the corporate results framework
(Section 2.11) is that WFP may not be able to communicate adequately on all areas of its work (for
example, support to national capacity strengthening). At the sa  me time, as noted in Section 2.8
below, itis not always easy to capture progress in all key cross -cutting areas or in areas that appear
as distinct activities but also as part of other activities (for example, nutrition).

2.8 Gender and other  Cross -Cutting Issues

130. WFP intended that, by taking a strategic approach across its whole portfolio in a country,

the country strategic plan should allow more effective support for advancing gender equality (as

an end in itself and for food security and nutrition outcomes), and other cross -cutting issues. The
Policy on Country Strategic Plans st ated t hat Jgender equalitay and
provided under the WFP Gender Policy (2015z2020) will be incorporated into  country strategic

plans; impacts of climate, environmental and other cross -cutting issues will be considered in

W

accordance with WFPAs <c¢l i mat e, diagies during theimméormmulatiann d ot her

and i mpl e meWRPa20i6lm &1). This statement is made in a section of the policy on

Joper ataitonoanl iopr WiF®iANpl es i . Brief refer encuttngissuies gender

(CCh) are made at various other apposite points in the policy document, without fully specifying

what the other issues are. Other WFP statements on this offer varying lists of the cro ss-cutting
issues of primary concern to the organi zation (Table 5). In any event, gender is the only cross-
cutting issue to have received systematic attention in  country strategic plan development and

management so far.

Table 5. Cross-cutting issues identified by WFP

Source Cross-cutting issues mentioned

Policy on CSPs(WFP, 2016b: 21) Gender equality; impacts of climate, environmental and other
cross-cutting issues

Key considerations for CSP/ICSP drafting ( WFP, | Gender, disability and innovation

2017n: np)
ACR guidelines (WFP, 2018c np) Progress tow ards gender equality; protection; accountability to
affected populations; extra optional section (e.g. environment)
Annual Performance Report, 2017 ( WFP, 2018m: | Accountability to affected populations; protection; gender;
67) environment

131. Meanwhile, however, recent ly approved WFP policies on environment, on climate change

and on nutrition all require thattheorgani zat i onAs commi t ments in tzeese area

through country strategic plan s (WFP, 2017w: 9; WFP, 2017x 11; WFP, 2017y. 10).

132. The Gender Office at WFP Headquarters has worked to support country strategic plan
preparation (as have some regional bureau x) and will extend its activities to  country strategic plan
implementation as that expands (WFP, nd (b), see also WFP, 20170: 11). This includes detailed
commentary on the various (draft) do cuments that country office s prepare as they develop their
country strategic plan s. Until recently, the objective was to achieve a gender marker score of 2A
for a country strategic plan . Now that WFP has adopted the gender and age marker (GAM), the
target is either a 3 (fully integrates gender) or 4 (fully integrates gender and age: WFP, nd (c). A
June 2018 update to the E xecutive Board stated that Jall country strategic plan sz including country
strategic plan concept notes, transitional interim  country strategic plan s (T-ICSPs) ad interim
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country strategic plan s (ICSPs) were reviewed by the respective regional bureaux and the Gender

Office for gender marker coding . A gender marker code of 2a z signifying integration of gender

issues z was assigned to 53 of the 63 country strate gic plans, ICSPs and FICSPs that were approved

in 2017, while ten ICSPs were coded 1, meaning partial integration } WP, 2018d: 3). However, an

informantin one regionalbureau descri bed t he gendero-fraalk etro alsj ,3 arne feea
to the possibility that words in documents can be manoeuvred into the right positions to achieve

the desired score , and another regional bureau considered it unhelpful

133. Theintention of WFPi s t hat its J3strategies for achi-eving a
transf or W&aR, ndv(b)j 1). As a regional bureau A's a d v doenty offic® s on country
strategicplan f or mul ati on sai d, Jceunty strategic plane préparatichdnds een n

that it is easy to include references to gender in a country strategic plan document. However, this

is not the same as giving thorough consi deWF®Rtnd on acr o
(d): np). The WFP Gender Policy (2015z2020) (WFP, 20168 and the gender implementation

strategies and gender action plans (GAPs) from WFP regional bureaux that were developed at

corporate level and in many country office s partly predate the preparation of country strategic

plans. Efforts have been made at all these levels to achieve a proactive interface between country

strategic plan s and these gender strategies and plans, for example by updating the indicators in

the corporate gender action plans to align with the Integrated Road Map (WFP, 2018d). The

challenge, as ever with gender and other cross-cutting issues , is to convert the words into practical

and effective action. As can be seen from Figure 2 and Figure 4, the evaluationAs onl
respondents were not positive about how much difference the country strategic plan approach

would make in this regard.

134, The majority view in the regional buseaui amd cduntryiofficeer vi ews
personnel was that gender was not always adequately addressed in NZHSRs (although , in the

Bangladesh NZHSR one of the five recommendations was to recogni ze women as the key to

achieving sustainable food security and nutrition ). How strongly WFP can advocate integrating

gender in NZHSRs depends, of course, on how much country office s feel they can influence what

is meant to be a country -led, country -driven review process. Informants also felt that z at least to

start with z the over all drafting guidance from headquarter s on country strategic plan s did not

focus adequately on gender or other cross-cutting issues . More ample guidance is now available

(WFP, nd (b), WFP, nd (e} WFP, nd (f; WFP, 20170: 12). These documents do not appear in the

Integrated Road Map Manual, although the Gender Toolkit provides comprehensive advice on the

integration of gender in  country strategic plan s. Another recent guidance document, drawn from

comments by Member States of the E xecutive Bureau, focuses again on how country strategic

plans will target and benefit persons with disabilities and women z as well as how they will
integrate gender equality and womenAs empower ment . Agai n, this falls
practical action will make a practical difference. = Meanwhile, a number of country office s and

regional bureau x suggested that commentary from  headquart ers on gender issues in the

sequence of d rafts submitted during country strategic plan preparation was excessively detailed

and sometimes purely editorial. Too often, gender was seen as a late add -on to the country

strategic plan conceptuali zation and formulation process.

135.  Evaluation respondents also pointed out that WFP has been strengthening its commitment

and actions on gender for some time before the  Integrated Road Map and the country strategic
plan approach were introduced. Many therefore suggest ed that what progress h as been made is
not attributable to country strategic plan s, and described some country strategic plan s (El
Salvador, Sudan) as gender -blind. However, it can also be argued that country strategic plan s,
which often take a more developmental approachto  the role of WFP, offer a stronger platform for
the promotion of transformational change than emergency programmes d 0.
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136. The challenge that remains, in country strategic plan preparation and monitoring and
above all in country strategic plan implementation, is t o move meaningfully beyond the
guantitative aspects of gender (and other  cross-cutting issues ) into substantive transformational
action. Here, country strategic plan s do not solve the fundam ental challenge of mainstreaming.
There are presentational and sub stantive aspects to this problem.

137.  The presentation problem lies in the Jine of sight j structure used to offer transparency
from resources to results, from the activities to the SDG  -linked strategic outcomes that a country
strategic plan proposes in up to three focus areas. Work in the focus areas can too easily be seen

as separate silos (paragraph 96 above). This kind of graphi ¢ does not accommodate the
presentation of cross -cutting issues . These cross-cutting issues should , by definition, be addressed
everywhere in the portfolio , but they cannot be shown as an integral part of the portfolio by the
Jline of sightrycturper esentati on s

138. The substantive challenge concerns the extent to which work under the different focus
areas can be meaningfully integrated into an overall programme in which effective attention can

be given to gender and other cross-cutting issues . As several informants in regional bureau x and
country office s observed, it is possible for WFP operations to continue much as before under a
country strategic plan , despite sweeping administrative changes. Efforts must continue to
integrate cross-cutting issues into each separate activity, and to achieve transformational change
through each separate activity. Once the document is written and implementation is under way,

the country strategic plan structure and format do not necessarily enhance WFP perform  ance with
regard to cross-cutting issues .

139.  Finally, although guidance has been developed to facilitate better inclusion of gender
equality in country strategic plan processes and documents, it is not so developed in other areas
that could be considered cros s-cutting. Limited guidance is provided in areas such as environment,
climate change, and affected populations. The guidance document on functional area resources
(WFP, 20170) lists 22 functional areas that include cross -cutting issues, programmatic themes
(such as school feeding) and areas of support (for example, monitoring and evaluation) . At the
same time, the re has been very limited learning about the cross -cutting issues in general and how
they are treated in the country strategic plan framework.

2.9 Transaction Costs

140.  Efficiency is an important concern for WFP and a  basic criterion for this evaluation. The
WEFP Policy on Country Strategic P lans acknowledges the limitations of its former project -based

approach: Jfragmentation among projects with di ffer
pl anning cycl es increases t he transaction burden 0
fragmented approach to programming among projects limits coherence amonMFPacti viti

2016h). The Integrated Road Map was intended to address these limitations. According to the

policy: Jdountry strate gic plans will enhance the strategic role and efficiency of the Board,

increasing its ability to provide strategic oversight and guidance. This is possible because the plans:

i) present a comprehensive picture of iVWfRgMmentednt er vent
view obtained from individual project documents; and ii) reduce the number of projects to be

discussed by the Board, resulting in time and cost savings.  country strategic plan s will also increase

operational efficiency. By integrating strat egic and programme planning, resourcing, technical

support and performance management, and replacing individual project documents, country

strategic plan s reduce the process -management burden for WFP at the country, regional and
Headquarterslevelsand i ncrease the efficiency and qualWHRPy of pl e
2016b: 4, 15).

35



141.  While 2017 was intended to be a year of learning, t he highly ambitious pace of roll ing out
the Integrated Road Map has left guidance, standards, processes and tools trying to catch up. The
transaction burden for country offices was considerably increased because key components of

the Integrated Road Map were not rea dy on time or made available concurrently with other
components. Itis also seen as a lost opportunity to align the strategy with finances and the results
framework. Due to the multiple iterations, this led to greater workload in country. As one regional
bureau respondent noted Xhe country strategic plan -related procedures were not designed with
enough forethought as to what their impact on transaction costs would actually be; and the
fragmented, incomplete and unclear way in which they were introduced exacerbated the
problem j. The tools themselves are also seen as overly complex. Informants raised t he need for
simplification of the F inancial Framework Review and country portfolio budget ,but also noted that
this was already on the h e a d g u aagéndarasthe Integrated Road Map simplification workshop
that was held in May 2018.

142. The lack of readiness of Integrated Road Map tools influenced how support from
headquarters and regional bureau x was delivered, and in turn, perceived. The general impression
in country offices was that even headquarters, and certainly the regional bureau x, were grappling
with understanding the new processes even as they were being rolled out piecemeal. The
uncertainty of those guiding the process, at headquarters and regional bureau x, also resulted in
conflicting advice , according to some country participants.  Regional bureau x were reported by
some not to be fully engaged from the start of the pilot phase, learning at the same time as the
country office but more remote from the issues. According to other informants, this was partly
because some regional bureau x were heavily committed to emergency response work in 2017.

143.  While there was recognition of the support afforded by headquarters and their well -
intentioned efforts, the consensus (with exceptions mentioned above) was that the haste of the
country strategic plan roll-out processes has increased transaction costs and added to stress at
country level , with many systems and procedures not yet stable and subject to ongoing rev ision.

144.  One aspect of these challenges was reflected by the WFP Annual Project Report 2017,

which stated that 32 percent of country strategic plan s submitted by country office s in that year

oflearning wer e not Jconsidered to hawvesmesulmiassitgnist ameanr
changes in the Jine of sight j were necessary after the Executive Board A slectronic review process

(WFP, 2018m: 82).

145.  Akeystep in country strategic plan development is to create a Jine of sightj linking strategy
to budget to resources to results. Country office s had to decide the number of activities around
which the country strategic plan implementation was designed. This would replace the sometimes
numerous operations in their previous portfolios, for example, EMOPs and PRROs(Table 6 below :
for further detail, see Table 14, Annex B). This had a major impact on country office operations.
The Integrated Ro ad Map audit noted: JRegional bureau x acknowledged that pilot country office s
received inconsistent advice on activity aggregation in the pilot phase, resulting in differing
approaches to constructing the  Jihe of sightj. For example, the audit observed that in a particular
region one country office had opted to include 13 individual activities inits  country strategic plan
in an effort to afford maximum visibility to all, while another country office had chosen to
consolidate a number of interventions into broader and less descriptive activity categories. In this
instance, the regional bureau noted that, aside from the lack of standard ization, the first country
office had faced greater complexity in  country portfolio budg et preparation and funds
management. In contrast, the general activity statements for the second country office had
triggered donor queries on the real ndWFPr2@l8nuI8). what WF
This evaluation found that the country office s that had included larger number of activities in their
country strategic plan s were faced with greater management challenges: for example, = one PRRO
was replaced by several separate activities, each of which required an activity manager (although
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one person could manage more than one activity)
management skills on top of their existing speciali

Table 6. Number of activities per

interim country strategic plan

. Some of these managers had to build new
zed func tions.

Number of Number of activities per CSP

Regional Bureau (NCSPs Minimum Maximum Mean
Bangkok 8 4 13 8
Cairo 6 1 15 9
Dakar 2 11 12 12
Johannesburg 5 4 13 9
Nairobi 3 6 10 8
Panama 6 3 12 8
Total 30 1 15 8

Source: WFP CBP project plan details, 22 May 2018 .

146.

commented

on the

The activity budgeting approach also required allocation of costs
an additional and unclear requirement on
Jsignificant

to activities. This imposed
country office s. The Integrated Road Map audit
complexity in

al

administrative or fixed costs, across cost categories and multiple activities. This was in part
because the country portfolio budget
or logical for complex country office operations and decentral ized structures, and also because it
required a significant amount of manual offline processing and time in allocating costs to the
a\-P,i 2018a 24 Jhis has led to inconsistencies across country office s,

mul tiple

including a practice of charging overheads and staffing costs from unfunded a

guidance on cost alloc ation was not always found to be clear

ctivities to funded

activities. While countries may have been driven to this practice due to the inflexibilities of activity
budgeting and tied resources, it does undermine the transparency and accuracy of the underlying

financial reporting.

147.

country strategic plan

of transition and multiple iterations.

country strategic plan preparation particularly demanding.
created a negative view of the entire country strate gic plan experience. This is summed up by a

country

perspective;

Jexcess

The overwhelm ing view amongst country and regional participants canvassed is that the
transition has significantly added to country workload. This has been
exacerbated by a lack of preparedness of tools and insufficient and conflicting guidance,
Small country office s in middle -income countries have found

the haste

This short -term pain has , for some,

haste

and

in some cases repeatedly revised during country strategic plan preparation increased stress for all
c o n c e r A diftejent perspective from some informants is that WFP has mostly been able to
maintain its operations without any significant shortfall or delay directly caused by the

introduction of country strategic plan s z and that there is therefore no major cause

This is a minority view.

148.

There are mixed opinion s on the impact of transaction costs in the longer term.

for concern.

While it is

reasonable to expect that these costs would spike during an introductory period of inevitable

preliminary problems and decline once new procedures are bedded in

, some WFP informants do

not see evidence for any confident prediction that transaction costs will be lower in the long term.

An onl ine

strategic plan have reduced the country office A's
in corporate processes. This has come at the expense of the capacity to focus on the day

survey

respondent

ef fi

work and the implementation of the strategy. In this regard

step

backwar ds

for

WFP effic

37

felt
ciency

t hat
and i

-to-day

, the country strategic plan has been a

iencyij

attempts

ocati

t

(o]

t

ap

Ji mcougrg ner al |,
ncreased

he



149. Informant evidence suggests that requiring multiple supply chain matrices and budgets
corresponding to the activities in a  country strategic plan has significantly expanded the staff
resources needed to service this main area of work. In turn this has made supply chain activities
less efficient. For example, supply chain activities previously under one PRRO may now be spread
across four activities. Data supplied from one regional bureau showed that 15 previous projects
have been replaced by 37 activities. (Six other previous projects were still operational in May 2018.)

150. The evaluationAs online survey asked rtratsggondent s

aims of the country strategic plan approach would be least affected, or most negatively affected,
by the changes that this approach aims to achieve. As Figure 4 shows, reduction in transaction
costs was identified more often than any other objective (by 30 percent of respondents) as the
area of least impact or greatest negative effect. Only one of the 77 respondents said that this was
the area in which the country strateg ic plan approach would achieve the greatest positive change
(Figure 2 above).

151.  Some informants, however, have expectations that , beyond this learning phase, costs will
stabili ze and reduce. The activity -based structure is also seen to deliver benefits , such as enhanced

transparency, better teamwork and improved donor reporting. One country office As vi ew
Jthe system can, overall, serve WFP and donors
budgeting and cost allocation have been ironed

term impact of the Country Strategic Plans on transaction costs, especially with several constituent
parts still evolving. Further, this will need to be judged by a broader measure, also by reference to
how the effectiveness and efficiency of programmes have been affected. Recognising the
challenges, WFP has embarked on a drive to simplify procedures as far as is consistent with
efficiency and effectiveness objectives, and senior management met to review progress in this
regard in May 2018 ( paragraph 141 above).

Figure 4 Survey responses: strategic aims on which country strategic plan is likely to have least
impact, or most negative effect

Source: online questionnaire survey carried out by the evalu  ation (Annex E).

152.  The objective of the country strategic plan was to encourage donors to take a holistic view
providing funding at a more strategic level and overalon  ger term. This was explored in paragr aph
92 above. It was hoped that this would lead to less fragmented donor reporting. In short, th e
hoped -for evolution of donor behaviour s still at a very early stage . This means that the country
continues to be subject to the varying donor reporting requirements , including across multiple
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