
GAVI Alliance Evaluation Policy

1. Goal and scope of the policy
1.1 GAVI Alliance is a global public private partnership comprising of donor and recipient country governments, multilateral agencies, the Bill and Melinda Gates Foundation, private sector vaccine industry, non-governmental organizations, and public health and research institutions. GAVI receives funds both from private and public donors, with expenditure of these funds mainly at country level.  Countries with a 2003 GNI of less than US$1000 per capita are eligible to apply for support.  As such, GAVI is accountable to donors, GAVI eligible countries and other stakeholders. 
1.2 The purpose of GAVI’s Evaluation Policy is to guide to its evaluation activities and the development of a multi-year evaluation plan.   The policy is aligned with the norms and standards for evaluation approved by OECD/DAC.  Although it is well recognized that monitoring and evaluation are very much related, this document focuses only on evaluation. A second document will be developed to set forth a monitoring policy.
2. Definition of terms

2.1 “Evaluation”:  GAVI uses the OECD (DAC)  definition of evaluation: An assessment, as systematic and objective as possible, of on-going or completed project, programme or policy, its design, implementation and results. The aim is to determine the relevance and fulfillment of objectives, developmental efficiency, effectiveness, impact and sustainability. An evaluation should provide information that is credible and useful, enabling the incorporation of lessons learned into the decision making process of both recipients and donors (DAC 1991)

3. General Principles

3.1 Evaluation in the GAVI Context

GAVI Alliance stakeholders (recipient countries, technical partners, private sector, board members, civil society and donors) have different expectations and different perspectives.  There is therefore a need to involve a range of stakeholders in evaluation activities. Evaluation activities should as much as possible reflect the points of views of varied stakeholders.
GAVI’s evaluation activities will consider the issue of diversity, as operates in a large number of countries with varying socio-political contexts. GAVI also works at global and regional levels, evaluation activities will thus ensure appropriate geographic and socio-political representation. 
GAVI evaluation activities will address GAVI support to countries as well as other support to partners. The Alliance provides support to countries for improving immunization service delivery, introducing new and underused vaccines, improving injection safety and strengthening health systems.  Through its “workplan,” GAVI also supports partners and other independent institutions to conduct activities such as surveillance and technical assistance. 

Performance accountability is a shared responsibility between GAVI Secretariat, its partners and national governments. This is because GAVI is not present at the country level, and it relies on partners (WHO and UNICEF and others) to support countries implementing and monitoring all GAVI funded activities. 

The evaluation policy and activities will have to take into consideration GAVI’s commitment to the ‘Paris Declaration Principles’. GAVI does not constitute the only source of support to countries: many partners, bilateral and private donors, as well as the governments themselves also contribute directly. The results of GAVI are therefore the joint product of global, regional and country level activities and of parallel activities financed by other development actors. This means that it is in most cases not possible to attribute outcomes and impact to GAVI interventions alone. Assessing results should build on a shared model of accountability – including an assessment of GAVI’s contribution to outcomes and end results. 
3.2 Purpose of evaluation

The objective of evaluation at GAVI is to improve the performance of GAVI projects, programs, policies and the Alliance overall through an accurate analysis of successes and failures.  Results will be used for:

· Learning and supporting decision making process, so as to improve the design of future activities to be conducted by GAVI. This requires a commitment from Alliance partners to follow up and act on lessons learned. 

· Providing a basis for accountability and particularly on performance accountability (refers to the assessment of the results, and determining to what extent the intervention has achieved the results that it was intended to achieve). 

3.3 Principles of evaluation

The following principles apply to all GAVI evaluation activities:

3.3.1 Independence: implies freedom from political influence and organizational pressure. It is characterized by full access to information and by full autonomy in carrying out investigations and reporting findings’
. The responsibility for evaluation is based internally in GAVI, but the evaluation processes should as much as possible be independent from stakeholders and the policy making processes. 
3.3.2 Impartiality: implies that those involved in the processes (selection of the evaluation studies, definition of the scope and methodology, presentation of the results with failures and success) have no undeclared conflict of interest. 

3.3.3 Validity: implies that the evaluation is conducted in such a way that the results are evidenced based.

3.3.4 Transparency: must be ensured during all steps of the process: bidding, selection of the evaluation team and sharing the results. Transparency is important for the credibility and legitimacy of the evaluation report.
3.3.5 Commitment to international standards for research ethics
3.4 Scope of evaluations
3.4.1 
What to evaluate?

The following categories will be considered for evaluation:

Projects / Programmes: a project is defined as a time-bound intervention designed to achieve specific objectives with specified resources, usually within a short to medium term implementation schedule, and often within a boarder programme. A project could be a single intervention in one location or in different locations, while a programme contains such activities and projects that are intended to contribute to a common goal. GAVI conducts various projects / programmes that are implemented at country level as well as at the global level. The health systems strengthening window and the non country-specific grants (IFFIm investment cases, ADIPs) are examples of GAVI-supported programmes. 

Policies: standards and rules set up by GAVI to regulate its decisions.   These include co-financing, transparency and accountability and default.

GAVI as an Alliance: GAVI will regularly evaluate itself, its additionality, the engagement, effectiveness and participation of partners at global and at country level, coordination, and commitment to the Paris Declaration for aid effectiveness. 

3.4.2 Which dimensions to evaluate?

GAVI will follow the OECD, DAC Criteria for evaluating development assistance:

Relevance: the extent to which the objectives and design of the program are suited to the priorities and policies of the recipient countries or recipients (national development plans etc), properly addressing global and regional challenges such as reaching the MDGs; and, are aligned with GAVI specific priorities, operational policies, and guidelines and providing added value relative to other actors in the field. 

Efficiency: measures the outputs in relation to the inputs. Generally requires comparing alternative approaches to achieving the same outputs, to see whether the most efficient process has been adopted.
Effectiveness:  measures the extent to which a program is achieving results. Positive, negative, and unintended results should also be reported. An assessment of the effectiveness is needed in order to adjust or restate the objectives or strategies, consider expanding the program, or even phasing out some or all activities. 
Impact: the assessment of the positive or negative, primary or secondary long term effects intended or unintended —of a program, project or policy and the extent to which these outcomes can be attributed to the intervention. An impact evaluation usually takes place after the program has evolved to a steady state. It compares the outcomes of the intervention during the period being evaluated with an explicit counterfactual — the hypothetical situation that would have prevailed in the absence of the intervention.”

Sustainability:  measures the extent to which the benefits of an activity are likely to continue after GAVI support has ended.

3.5 Types of Evaluation

GAVI will carry out evaluation of various types at different stages of its activities, as deemed necessary through a strategic multi-year planning process, and by recommendation of governance and technical advisory bodies. 

3.5.1  
Formative and summative evaluations

A formative evaluation looks into the ways in which GAVI programmes, policy or project will be implemented. This type of evaluation is conducted early during the implementation phase, and is expected to provide feedback so as to improve implementation. These evaluations are sometimes referred to as mid-term evaluations.  

A summative evaluation is conducted at the end of GAVI activities to determine the extent to which anticipated outcomes were produced and an impact was realized or not. These evaluations will enable drawing lessons that may inform other interventions.

3.5.2 Internal, external and participatory evaluations

Internal evaluations are carried out by staff within the GAVI Alliance.  External evaluations are carried by outside entities, whether or not they are funded by GAVI.  Participatory evaluations are those evaluations in which representatives of agencies and stakeholders work together in designing, carrying out and interpreting an evaluation)
 

Given staffing constraints and headcount limits within the secretariat, most GAVI evaluations will be sub-contracted to external evaluators.  Where appropriate, GAVI will try to conduct participatory evaluations.

3.5.3 Individual and joint evaluations

According to the DAC Network on Development Evaluation
: “Joint evaluations are development evaluations conducted collaboratively by more than one agency. Joint evaluations vary considerably in the number of participating agencies and in their focus, purpose and approach. Methodologies used can also differ widely, ranging from desk review of exiting information to fieldwork in developing countries.” 

GAVI will try as much as possible to conduct joint evaluations with its partners and, other development organizations with the aim of reducing the transaction cost for partners and countries and rationalize the evaluation process.

3.6 Scope of evaluations

The scope of evaluations will be determined with regards to the intervention’s significance -- defined as the amount of money allocated, policy relevance, number of individuals affected, or innovative nature of the approach. The benefits from an evaluation must clearly exceed its cost.  Evaluation activities should also be considered:

· When a program comes to an end (e.g. injection safety)

·  In the mid-term, future program or policy development (e.g. health systems strengthening support, support to civil society organizations, co-financing)

· When support for a country comes to an end 

· To inform future strategic planning  (at approximately five year intervals)

3.7 Roles and responsibilities of partners

In addition to studies funded by GAVI, Alliance partners may also conduct their own evaluations.  Evaluation plans as well as results should be shared among partners of the Alliance to ensure that planning is coordinated, that there is no duplication of effort, and that lessons learned benefit all.

4. Guidelines and Procedures

4.1 Designing evaluations

All parties involved in the evaluation, such as the program managers, representatives from recipient countries, NGOs, will receive and be requested to comment on the Terms of Reference (ToRs). This is to reinforce the participatory approach recommended in the Paris Declaration of Aid Effectiveness.  Whenever possible,  GAVI will use and respect country systems and procedures for evaluations, avoid duplication and encourage joint evaluations with other donors. Whenever appropriate, both partners and participants will be involved in the evaluation process, particularly as they are responsible for sustaining program outcomes.

To avoid conflict of interest, individual members of evaluations teams must not have been personally engaged in the activities to be evaluated. Companies involved in the preparation or implementation of the activities to be evaluated cannot be the evaluator of these activities.

4.2 Conducting evaluations 

At the beginning of the evaluation process, all relevant stakeholders are invited to contribute information and insights, ensuring that they have understood the process and agreed on a timetable.  All relevant documents and information will be made available for the evaluator, so as to facilitate the study.  Commissioning of external evaluators will be done according to international standards. The evaluation study will also comply with international ethical standards.

4.3 Evaluation reports

Before the report is issued, GAVI will share it with relevant parties in order to check for accuracy and to obtain comments.  When the final report is issued, any substantial differences of view will be transparently presented.  In the case of differing opinions or interpretation, care will be taken so that stakeholders’ comments do not change the results of the evaluation.

Criteria for determining those consulted will be presented. These include the choice of countries and locations for site visits or case studies, sampling methodology if applicable, and criteria for choosing those interviewed.  Lists of people interviewed and or countries visited should also be included.
4.4 Disclosure, dissemination and follow up

All GAVI Alliance evaluations are to be made publicly available. GAVI supports knowledge sharing by ensuring accessibility and presentation of evaluation studies by using a range of channels to reach target audiences including GAVI annual reports, the GAVI website, conferences, and peer reviewed journals, as appropriate. The results will be made widely available, not only to stakeholders, but also to other concerned entities in the same sectors, academia, research institutions, civil society, and the public. Those interviewed and/or consulted should receive copies of the final report. 

Evaluations findings and recommendations will be presented in a manner that is easily accessible and understood by target audiences. The evaluation unit will summarize the results, findings and lessons learned. This summary will be disseminated to study participants and communicated through the GAVI website.  The GAVI secretariat will coordinate actions to follow up on recommendation. 

5. Timeline for Implementation and Review

5.1 The policy will take effect as of 27 June 2008. 
5.2 The Alliance Programme & Policy Committee of the Board shall review the policy after 12 months of implementation.  
� (OECD 2002.Glossary of key terms in evaluation and results based management. Paris: OECD Publications.P.25)
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