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“The central principle of results-based managemsnthat an organization must
manage and measure its performance against thevoed outcomes to which it

intends to contribute. For the ILO, this means itgtontribution to making decent
work a reality for all working women and men is thiéimate goal that justifies its

work programme and its budget. RBM requires clagbout what outcomes are
sought and who is accountable for achieving thageoones. What counts — what
must be managed and measured — is the contriboizaie by the ILO to achieving
decent work.”

In a nutshell, the above except from the docurdrategy for continued improvement
of results-based management in the ILO (GB.297/PRAj)— succinctly called the
“ILO RBM Roadmap”— captures the various dimensioagered in the present
guidebook well.

Following several years of progressive implemeatatf results-based management
(RBM) to our strategic planning and budgeting,astbecome important to try and
summarize terminologies, experiences and lessansdd in applying RBM in the
ILO. This is what the present guidebook tends tueae.

This guidebook clarifies what RBM means within &@Icontext, clarifies the
definition of outcomes, outcome strategies, outcordeators, targets and baselines
and explains the main rationales for using RBM@nagement decision-making
within the ILO. To the extent possible, examplebes$t practices and practical
guidance are provided towards ensuring a cohepgrbach to the preparation of the
ILO’s programmes (programme and budget proposalgldpment of DWCPs, etc).

A living document

Just as ILO experience with results-based managemmenolving rapidly, so is th
guidance on issues that arise in relation to usRBM.

The development of this edition of the guideboakh®dped to identify topics and
approaches that will be addressed in future ed#j®uch as: best practices in the uge
of RBM for management decision-making, furtherifitz@tion of the merits and
challenges in defining indicators and how to ineggrRBM in partnership settings.
Please send questions, comments and suggestiohsgue editions to:

D

program@ilo.org

While there is more to be done through future edgiof this guidebook, we are grateful
for the comments and contributions of colleaguesxternal offices and at headquarters
that have led to the improvements provided in dimis.

July 2008
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1. Introduction: Maximizing the ILO’s
contribution to the world of work

The International Labour Organization (ILO) is deabto advancing opportunities for
women and men to obtain decent and productive wocknditions of freedom, equity,
security and human dignity. The Organization carggto pursue its founding mission to
promote social justice as a basis for universallasiing peace, as set out in the
Constitution and the Philadelphia Declaration.

Those are valuable objectives, but stating thenoisenough. The Governing Body, the
International Labour Conference, donors and othave called upon the Organization to
demonstrate more clearly its measurable resuttseinvorld of work. The ILO must

work within the framework of United Nations reforigt, through initiatives such as
UN Development Assistance Frameworks (UNDAFs), sgelater coherence of
strategies, activities and resource use among WNGes.

The ILO applies results-based management (RBMhsoie that its managers and staff
generate the best possible results in this verypetitive funding climate and
challenging management and operational clim&8M enables the ILO to better
integrate Decent Work commitments and the tripadfiproach into more
comprehensive strategies that engage the UN syatdmther partners.

ILO managers are accountable for the use of thar@zgtion’s resources in ways that
are most likely to achieve its objectives. Theychaenanagement approach that enables
them to make the most effective choices possiblergncompeting options.

At a practical level, RBM enables the ILO and itarmagers to improve:
» effectivenesshy focusing on the achievement of clearly defiresllts;
» accountability concerning decision-making and resource use;

» transparency, by clearly reporting managers’ choices, plansulte and
lessons learned;

» efficiency, through the best use of available resources; and

» future management decisionshy incorporating lessons learned.

! Preview of the Programme and Budget Proposals f@82@0 and Related Questions (GB.297/PFA/1/1).
Programme, Financial and Administrative Committéaternational Labour Office. November 2006.




1.a The purpose of this Guidebook

This guidebook supports the ILO RBM learning siggtéor managers and staff. It
complements the ILO approach to management anérgaig development. It focuses
particularly on how to define and express the kioidsesults” that ILO managers and
staff are expected to generate.

A companion guideboolBringing Focus to ILO Country-level Contributions:
Guidebook for Developing and Implementing DecentkM@muntry Programmeshows
how RBM is applied to the development and managéwfebdecent Work Country
Programmes (DWCPSs).

The reader is also invited to consult PROGRAM'sanet page for other reference
documents on results-based management:
http://www.ilo.org/intranet/english/bureau/prograbm/index.htm

2 Management experts have developed many approasttesets of terms to define strategies,
identify desired results and guide the use of resmmuin organizations. The ILO use of the term
“results-based management” and the approach anwitaefs set out in this guidebook reflect the
direction that UN agencies are generally taking, tbsults of ILO efforts and lessons learned to
date and a current analysis of developments imttieagement field. Given an ILO commitment to
continuous learning on RBM, this guidebook will bpdated to incorporate new information and
lessons.




2. Results-Based Management in the ILO
2.a What is RBM?

The ILO defines results-based management as:

* a management approach that directs organizatiomatesses, resources, products
and services towards the achievement of measurabisdts.

RBM challenges ILO managers and staff to definetard seek to achieve results in the
form of changes that will matter to workers, empi®yand governments in member
States — both in the work for which they are disex#sponsible and in the planning and
management of efforts conducted through partnesship

2.b RBM is a clear approach
to decision-making

Results-based management provides a clear, stedoiay to define the specific
outcomes that a decision-maker wants to achievetheh that is an organization such as
the ILO or an individual such as a manager. It easpges clarity in terms of intended
outcomes and the strategies needed to reach thtsmmes. It encourages continuous
learning and improvement, so that strategies dmgectbased on lessons learned and
new or changed information.

The use of RBM in the ILO normally begins with ameestion: “What real-world
changes are you seeking as a contribution to dewenktfor all?”

That question helps to define the “why?” that dsiVieO organizational and managerial
choices. It clarifies the high-level outcome orammes that become the focus of a sector,
a region, a unit, a team or individuals within th@ntities.

With a clear sense of the future state toward wthehlLO, a sector, a region or a work
unit is striving, it is then possible to constrliéthen” questions. For example, if the

ILO plans to design and deliver training workshopsural workplace safety, then we
expect it will lead to a particular number of agttaral workers trained. If there are more
trained workers, then we expect to see increasaglesess and then more use of safer
rural workplace practices.

RBM also helps in the selection from among thetsgnaoptions for reaching a particular
goal. It enables managers to consistently asskegealptions in terms of how well they
use resources towards the achievement of outconuesav well they address all the
relevant considerations. It also allows manageroiopare the risks and assumptions in
the strategies. In a similar way, managers fronamiations working in partnership can
ask these questions about their own actual or ghegjlecontributions to that partnership.




As strategies are implemented, RBM encouragesroomis learning and improvement.
ILO managers operate in a dynamic environment. Gtedsde assumptions when a
strategy is developed may be affected by unantetpavents. By focusing on the
achievement of an outcome set through RBM, manageradapt their strategies and
workplans to deal with change, while building ossens learned.

2.c RBM is applicable across
the entire Organization

RBM encourages work units throughout the ILO tcedmine clearly how their efforts
and resources can make the biggest contributitimet®rganization’s vision and
mandate, embodied in the Decent Work Agenda antbtivestrategic objectives. The
Strategic Policy Framework (SPF) and ProgrammeBardhet (P&B) adopt RBM in
identifying constituents’ priorities (intermediat@tcomes) and a concomitant results
framework (immediate outcome$).

RBM provides a base for managers to demonstratetihheyvare using resources
effectively and the priorities that additional rasmes would help to address. It also
encourages work units to build partnerships witteotwvork units in order to develop and
implement joint strategies that get more resutisfthe combined resources of all
partners toward intended outcomes of shared rebevarhis applies to the entire
spectrum of the ILO’s operations:

» RBM is being used by ILO field office directorsdetermine the optimal ILO
contribution to DWCP strategies and to identifyoese gaps that merit attention
from ILO funds or through donors. Additionallyhtings about the identification
of Country Program (CP) outcomes and prioritie$ bizae the widest possible
support among constituents and partners as wélleastrategies that all parties
then agree to help implement.

» RBM allows the ILO to identify needs and resourapgfollowed by the
technical cooperation (TC) strategies and actwitiet are most likely to respond
effectively to constituents’ requests. With RBM, Pjects are aligned with
priority ILO outcomes through Decent Work Countmp§ammes. Where a
multilateral framework, such as a UN Developmengigtance Framework
(UNDAF) is in place, RBM enables ILO managers tentify ways to achieve
ILO goals in that partnership context.

» Lastly, RBM is being applied to all other technieakistance initiatives as well as
to administrative services and support, and helplne the key areas where
assistance and support will generate the besttsesul

% For more details on intermediate and immediateaes, please refer to Section 3.a.




2.d Using RBM in the ILO’s collaborative
environment

ILO managers often ask how to apply RBM and itaifoon results when the real world
of ILO action often involves partnerships, whichans working with and through others.
For that reason, ILO outcomes often can be defiméekrms of achievements such as
legislative or policy changes, or changes in thgacdy to implement decent work
policies and programmes.

In this context, managers need to set resultsangets with a clear sense of not only
their own contributions to achieving decent workdd, but how the actions of others are
likely to affect the ultimate achievement of out@snThey need to make conscious
choices about focusing resources on situationshichwpartners are also committed to
results, so that the value of the ILO contributvafi be reinforced and multiplied by the
complementary and subsequent actions taken byitgrgs and partners.




3. Expressing desired outcomes: Defining
outcomes, outcome strategies, outcome
indicators, targets and baselines

The ILO’s use of RBM involves the use of speciéomns to describe desired and
intended changes. The following sections providdanations of the concepts and terms
commonly used to express desired outcofraea] demonstrate how the ILO is using
those terms in practice now.

Resources

EEEEEEEEESR EEEEEEE

Outcome

Strategy

M EEEEEEEEEEEEEESR

3.a Defining outcomes

Outcomes are significant changes (policies, knowlgd, skills, behaviours or
practices, etc.) that are intended to occur as a selt of ILO work, whether
independently or in collaboration with partners.

ILO outcomes are developed and approved at thenag#on level and appear in the
Programme and Budget. At the country level theydafeed in the Decent Work
Country Programmes and at the project level ingmtojlocuments.

* There are many definitions and terms in use relaieRBM-like concepts. Over time, the ILO has

moved to approaches, terms and definitions thatraneost general use throughout the UN system
(Organization for Economic Cooperation and Develeptn Development Assistance Committee

Working Party on Aid Evaluation OECD-DAC).




The outcomes of ILO strategies normally are intelndeaffect:

* a specificcommunity or population group;
* anorganization (such as workers’ or employers’ organizations);
» asystem(involving multiple institutions or agencies); or

e aState

Outcomes indicate the change or state that is inten  ded
to result from ILO action

Outcomes are best expressed in simple and deeustthat are easy to verify and
measure. The change that is expected at the db®aind partner work should be
made clear.

Outcomes can be achievable in different timeframes
and complement each other

Because of the scale of change involved, outcaraesequire different timeframes to
be achieved. For example, the ILO’s four stratedpiectives are clearly long-term in
nature. They provide the framework for settinggrmediate outcomesandimmediate
outcomes

Intermediate outcomesare established though a process involving ILGstirents.
They represent broad areas in which change isatsiand necessary in accordance
with the values, principles and mandate of the.IL&ey refer to results that
constituents hope to achieve at global, regiondlraational levels and indicate where
the Office efforts should be concentrated.




Examples of intermediate outcomes in the
Programme and Budget for 2008-09

Under Strategic Objective No. 1: Promote and reafitandards and fundamental principles
and rights at work

1b. Targeted action progressively eradicates chilhbour, with a particular focus
on the worst forms of child labour

Under Strategic Objective No. 2: Create greater apnities for women and men to secure
decent employment and income

2a. Coherent policies support economic growth, empyment generation and
poverty reduction

Under Strategic Objective No. 3: Enhance the cogerand effectiveness of social protection
for all

3b. Safety and health and working conditions in wdtplaces are improved
Under Strategic Objective No. 4: Strengthen trifgart and social dialogue

4b. Social partners influence economic, social argbvernance policies

Each of these four examples demonstrates a cleae $é the state that the ILO wants

to see realized. It takes the general, high-les®liit in the strategic objective and
identifies an intermediate outcome that providéscas for strategies based on the
ILO’s mandate, priorities and capacities. For exi@nmp

» Safety and health and working conditions in workpl@esis seen as a key focus
of action where the ILO can make a difference idragsingsocial protection

Immediate outcomesare the changes that are expected to occur asila oéthe

action taken by the Office in cooperation withdgnstituents. These are the outcomes

for which the ILO can reasonably be held accouetadohd against which the
performance of the ILO is assessed and reportéuy irddicators and targets.
Immediate outcomes contribute to the achievemeinttefmediate outcomes.

® For more information on indicators please refeBéation 3.c and for targets, Section 3.d




Examples of immediate outcomes in the
Programme and Budget for 2008-09

Strategic Objective No. 1: Promote and realize statards and fundamental principles and
rights at work

1b. Targeted action progressively eradicates ¢hiddur, with a particular focus on the worst
forms of child labour

1b.1 Increase constituent and development parapaaity to develop or implement policies or
measures focused on reducing child labour

Strategic Objective No. 2: Create greater opporturties for women and men to secure
decent employment and income

2a. Coherent policies support economic growth, egipent generation and poverty reduction

2a.3 Increase member State capacity to developig®lor programmes focused on youth
employment

Strategic Objective No. 3: Enhance the coverage areffectiveness of social protection for
all

3c. Labour migration is managed to foster protectinod decent employment of migrant worke|

3c.1 Increase member State capacity to developieslor programmes focused on the
protection of migrant workers

Strategic Objective No. 4: Strengthen tripartism aml social dialogue
4b. Social partners influence economic, socialgmeernance policies

4b.1 Increase the capacities of employers’ and @rstlorganizations to participate effectively

'S

the development of social and labour policy

Note that none of these different levels of outca@tagements suggest how these

outcomes might be achievethe outcome statements establish the destinationmsot

the driving instructions. Even so, they are normally informed by some sehsae
most likely strategic choices and a sense of wapacity would be needed for
appropriate, effective action.

Note also that earlier in this guidebook, the refahips in “if-then” statements were

described with a brief example. This is also cleahe links between immediate
outcomes and intermediate outcomes.

In the final example above, the logic works this/wa

* |IF the ILO can increase the capacities of employerd’workers’ organizations to

participate effectively in the development of sbaiad labour policy;

* THENthose social partners should be able to influecoa@nic, social and
governance policies;




* AND IFthose social partners influence economic, socidlgovernance policies
(beyond whatever they did before);

* THENTtripartism and social dialogue will have becomersger.

3.b Developing strategies to
achieve outcomes

Once your outcome(s) have been defined, thereéed to establish a clear outcome
strategy that would convincingly explain how inp(g#sg., human or financial resources),
activities and outputswill contribute to the achievement of the statettome. The
strategy, using consistently an RBM terminolodygudd make clear that you plan a
practical, coherent, concrete and time-bound coofrsetion that will lead to measurable
results.

It is important to note that activities and outpatge never ends in themselves. They are always
means to the ends that are established in the &fromtcomes and they need to be seen and
applied in the context of specific outcome-focustemtegies.
Some questions that may be considered while dengjdpe strategy are listed below:

* What are the links between delivering outputs arfdewving the outcome?

» What are the ILO contributions that constituentd partners see as valuable?

* How has the ILO addressed a similar situation exgast and how effective was it?

» Are there existing commitments that need to begiatied or addressed in any new
or updated strategy?

« What opportunities exist to integrate the ILO’s e¢nam principles of actior{?
» Are there opportunities to reinforce Office-wideocdination?

* Are there opportunities to build reinforcing stgigs with partners? (Strategy
elements on involvement of constituents shouldarpgiow they will be involved
and not just state that they will be.)

* Is there enough flexibility to accommodate charaygs for the inclusion of lessons
learned?

* What risks to strategy success exist and what wallthe mitigating actions?

® Definitions of inputs, activities and outputs dasfound in the section, “Glossary of Terms Used
in this Guidebook”.

" A fair globalization, working out of poverty, gendequality, international labour standards; and
expanding the influence of social partners, satilbogue and tripartism

10



What assumptions are influencing the strategyuhiog: the capacities and
contributions of constituents and partners, finahekpectations; political will; the
degree of political, economic and social stab#itgnd how probable are these
assumptions?

Which trade-offs have been made between thematatps, between country and
global products, between different means of adfi@n technical assistance versus
capacity building and training)?

3.c Setting outcome indicators

Outcome indicators (or simply indicators) are the dteria and data that can be used
to verify or measure achievement of immediate outecoes or country programme
outcomes.They make it possible for the ILO to clarify broaahcepts such as “poverty”,
“employment” and “social protection”.

The United Nations Development Assistance FrameWdMNDAF) guidelines offer the
following criteria for the selection of indicatofs:

Indicators should provide relevant and robust measwf progress towards the
targets (contained in the Millennium DevelopmenalS) as well as the goals and
objectives, conventions of the UN system, and ddaas and programmes of
action adopted at United Nations conferences;

Indicators should be broadly consistent with otgkabal indicators lists (e.g.,
indicators relating to development goals and ohyexs set in United Nations
conferences, conventions, declarations and summfitgg¢ not imposing an
unnecessary burden on UN Country Teams, the goesrinamd other partners;

Indicators should be clear and straightforward tdarpret and should provide a
basis for international comparison;

Indicators should be constructed from well-estdigi data sources, be
guantifiable and consistent to enable measuremesit time.

In the ILO, the focus is on “SMART” indicators. SNRX is an acronym for indicators
that are:

Specific

Measurable

Attainable

Realistic (or Relevant) and
Time-bound (or Timely or Trackable).

8 Country Common Assessment and United Nations Devetbpkssistance Framework: Guidelines for UN
Country Teams on Preparing a CCA and UNDA&nuary 2007.

11



Outcome indicators can logiantitative (expressed numerically) such as:

» thepercentagef the women and the men in a state that livevb@aaily income
level

« thenumberof female and male children from low-income howdds who
complete secondary education ; or

* theproportionof women and men working in the formal economy \gbhesess
health insurance coverage through their employers.

Outcome indicators can lgialitative (non-numeric), such as:

» thelevelof satisfaction reported by workers and employergublic employment
services;

» thedegreeto which women working at the Ministry of Labowef that training
opportunities are accessible to them; and

» theextent or scopef workplace HIV/AIDS policies in addressing pretien,
treatment, care, and support.

Lastly, it is also true that qualitative data canrbpresented by classifications, rankings
or scales that indicate the degree or magnituddarfge’ *° In the case of the examples
of qualitative data above, we could measure:

» thepercentageof women and of men who report being “very sagdfiand
“satisfied” with public employment services;

* thenumberof women working at a Ministry of Labour who rattieir access to
training opportunities as “high” or “medium”; and

» theproportionof workplace HIV/AIDS policies that cover the estrange of
prevention, treatment, care and support servicagsmmended by national AIDS
authorities.

Qualitative data are particularly important whenoaitcome indicator uses terms such as
“effective”, for which there is no common definiigdhat would normally be understood
by people observing the situation.

The terms quantitative and qualitative describeentban the nature of the data; they
describe the research methods utilized to collata.drhe data for outcome indicators
can come from:

9 RBM in UNDP: Selecting Indicatofsvww.undp.org/eo/documents/methodology/rbm/indicePaperl.doc).
United Nations Development Programme.

'RBM in the Development Co-operation Agencies: A ReviéwExperience. Development Assistance
Committee Working Party on Aid EvaluatioBrganization for Economic Co-operation and Develepm
February 2000.

12



secondary data (such as national census data,Hadsirvey data, and other
publicly available datasets);

records or information databases (from multilategéncies, national
administrative bodies, or internal ILO records)dan

surveys, questionnaires, assessments or interyemslucted directly with member
States and constituents, or through intermediaries)

Quantitative research methodsnclude tests, assessments, surveys, questioaraaice
analysis of secondary dat@ualitative methodsinclude interviews, focus groups,
observations and document reviews, as well as stesesgs and evaluations. Both
methods complement each other.

Finally, in terms of formulation, outcome indicataran béinary (expressed as either
yes or no). This occurs when the outcome, partiljuéan immediate outcome is the
creation of a specific item (e.g. draft legislajioim such cases, either the item exists by
the milestone date or it does not.

Examples:

One of the outcome indicators for the immediateouwe 3d.1 of the Programme and Budget
for 2008-09:

“Increase tripartite constituent capacity to devel@ policies and programmes that
address the HIV/AIDS epidemic in the world of workand within the framework of the
promotion of decent work.”

has been defined as:

“Number of member States that integrate key principes of the ILO code of practice on
HIV/AIDS and the world of work in their HIV/AIDS wo rkplace policies.”

Another example of an outcome and its relevantcetdr, this time within a Decent Work Country
Programme (inspired by DWCP Syria), is providedbel

Outcome: “Labour market governance and compliance \h ILS improved through
strengthened labour administration.”

Outcome indicator: Proportion of trained labour inspectors that perform their duty
according to internationally accepted standards.

13



3.c.1 Choosing the best outcome indicators

The diagram below offers a tool that managers dahers can use to assess possible
indicators.

Quick Tool for Assessing Possible Indicators

\"ZJ

Brainstorm possible Does the indicator really measure
indicators

the outcome? Valid

A 4

Yes

A 4

Can we get reliable data for this

No indicator, now and in the future? Reliable

A

Yes

A 4

No Does this indicator permit us to
measure the outcome over time?

Sensitive to
change

A

Discard indicator

or keep in reserve Yes
A 4

No Does it provide information upon
which decisions can be based?

Useful

A

Yes

A 4

Can we financially afford to use Affordable
this indicator?

No

A

Yes
v

No Does this indicator make it easy tq Simple
communicate the status of the
outcome?

A

Yes

» Confirmed

There are situations in which it is not possibéasible or financially affordable to use a
direct indicator because the information is notilaée or the process of tracking the
indicator is too complex, expensive or time-consugnin those cases paoxy indicator
may be the best alternative.

A proxy indicator provides an indirect tool to meeesthe outcome. For example, if it is
not feasible to track an improvement in occupatieagety directly, tracking the number
of work-related accidents could stand as a googypiar safety.

An additional challenge is to find the appropriatenber of indicators that best convey
the magnitude and scale of the desired outcomles &xhieved without creating too
much effort to track those indicators. Having mimidicators does not imply having
better measures for the progress of your outcome.

14



3.d Setting targets

A target defines the exact amount of change intenddoward the desired result

within a specific timeframe. Targets can be “absolie” (x number of countries,
percentage of population, etc.) or “relative”.In the latter case, we are typically looking
at the improvements from current to desired state.

Target setting is influenced by many factors, sash
» previous challenges and success related to theaitau
» seeking to be ambitious, yet realistic; and

» the appropriate time period for the degree of chamgected.

Another aspect of setting targets is establishifigstonesA milestone sets out how
much of a target or what specific steps toward thatarget will be complete by

specific dates Missing a milestone date may indicate that aetangll not be met

without additional resources or actions. In allesgsnilestones provide a simple tracking
device.

When setting targets, it is necessary to consg$ereis otontribution or who needs to
participate in the effort in order to achieve tamget. For example, in the implementation
of a typical DWCP, contributors should be the remsiole ILO Office, the country
constituents and other relevant partners at ndtlewal, supported by subregional
offices, regional offices and technical departmetseadquarters.

3.e Setting baselines

A baseline is the state of the outcome indicator a@he beginning of the time period
that will be monitored and assessed, or at some a@hrelevant period.*

For a target to make sense to observers and tegyapform ILO management priority
setting, it has to be matched with a baselineithateasured in the same way. When
there has been either a noticeable change in th@f@rogress for an outcome indicator
or there have been substantial variances in thed téhthat indicator, the context may be
more accurately indicated by a trendline, whichvehmeasurements of an outcome
indicator over time.

11 Looking Back, Moving Forward: Evaluation Manugbwedish International Development Cooperation
Agency. 2004.
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The following figure illustrates the time relatidmg between baselines and targets:

Relationship between Baselines and Targets

Baselines depict present Present point in time, when Targets depict what the
conditions or conditions in outcomes, indicators, Organization expects to
the most recent past, prior t targets, and baselines are accomplish in future

development intervention being developed

NV

Past 1T > Present IO > Future 00— >

N _
—

Points in time

O

In practice, the explanation of baselines and tarigeoften set out as shown in the
following example.

3.f Practical example

Having been introduced to different concepts amd ithefinitions throughout this
guidebook, it may be appropriate to try and appgm to a practical case study in
“Country A”. We hope to illustrate a frequent stioa that managers may face when, for
example, having to prepare a country programmes pitacess it outlined in a series of

steps:

" Step 1: Perform an analysis of all available contenal and data-based
information to identify and prioritize problems faced in Country A. From this
analysis, done in close consultation with constits@nd other key partners as
appropriate, the manager could identify a situatibnigh unemployment among
young womernras a “problem”.

" Step 2: Identify possible causes of the problenm this particular example, the

causes could be:

o Do young women in Country A lack employable skills?

o Do they possess the necessary education?

o Do they have access to the necessary training?

0 Are there sufficient job opportunities for youngmen in County A?
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Step 3: Define Country A priority based on the idetified problem:

Given that the main problem was “high unemploynsnbng young women”, a
Country Programme priority could be a key statentiesit would address the
problem in Country A, for example: “Increased enypi@nt of young women in
Country A”.

Step 4: In collaboration with constituents and othekey partners, identify
actions that could contribute towards solving the pblem in Country A. For
example, increasing young women’s access to reléxaining, providing them
with better education, creating new job opportesitietc.

Step 5: From the several action items, identify wigch ones would be most
appropriate for the ILO to concentrate on. Some of the criteria for assessment
would be: the ILO’s comparative advantages, pagee&nces in similar situations,
the set of available tools and processes relesaaddressing the problem, etc. In
this particular case, it may appear that providiager education to women is
essential, but constitutes an area in which thewadld have no real comparative
advantage. Or, there may be good reasons why enigaaxess to state-offered
vocational training opportunities would fit well thin the ILO’s niche. For
example:

o The ILO has a long-standing collaboration with khiaistry of Labour in that
area;

o The ILO has materials and tools easily usable mational training institutions;
o The ILO has developed vocational training packagesgher countries;

o The ILO could advocate for a link between vocatidraning offerings and
microfinance opportunities (an area in which IL&oahas good experiences and
leverage), etc.

Step 6: Identify the appropriate Country Programmeoutcome In the current
example, the Country Programme outcome “Young woméountry A have
increased access to relevant training opportunitiesld be chosen.

Step 7: Identify the “best indicators” for the outcome. The “Quick Tool for
Assessing Possible Indicators” from page 14 isredghelp in this respect. Most
importantly, managers should not refrain from opfior easy ways to obtain
indicators: the ILO operates mainly around substarthanges in either policy
areas and/or capacity building (individual or ingtonal). Consequently, mainly
gualitative — and even sometimes proxy - indicatersld need to be chosen.

Process indicators obtained from Country A’s adstiative data are of great
interest. For example, in our casthe percentage of women graduates in state-run
vocational training institutions” would probably basy to obtain and at low cost.
Additionally, this indicator is relatively credibla relation to the achievement of
the outcome: should the number of women graduatstate-run vocational
training institutions increase, this would logigditad to increased employability.
Lastly, choosing an indicator such as this oneaalas to be “opportunistic”; in
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other words, it enables us to focus our effortsatals achieving the outcome rather
than gathering/measuring data because it is alrazaijable.

Step 8: Set baselines and targets for the indicaterThe baseline for our indicator
would be the percentage of women who graduatethie-sun vocational training
institutions as available from Country A’s admirnagive data prior to ILO
interventions. Let's say that for example, tha2Gsper cent in Country A.

The target would be the level/percentage of change of theeatdr within a

specific timeframe. For example: the percentageahen graduates in state-run
vocational training institutions would reach 35 pent by the end of 2011.

Step 9: Identify the possible obstacles related tachieving the outcomesin this
case, these may be:

0 unattractive course offerings in state instituti¢gig). motor vehicle repair not
particularly attractive to women for practical adtaral reasons);

o0 admission procedures are dominated by men;
o training opportunities poorly known to women;

Step 10: For each of these obstacles/problems, page strategies and
approaches to overcome themrhese approaches would complete this particular
outcome’s strategy (see Section 3.b of this doctynAdditionally, deliverables
(products and services that the ILO and its pastmeruld produce) in relation to
this outcome represent your outcomagputs. In our case these may be:

0 new course designs/revise curricula to be appe#diygung women,;
o adoption of new admission procedures;

o development and launch of a national communicattaategy on vocational
training opportunities for women.

Step 11: Summarize the key elements of the ILO’s fanded work in Country
A, emerging from this example (this is the level ahformation which could be
reflected in IRIS Strategic Management Modules):

o Country A priority: “Increased employment of young women in Country A”

o Country A outcome: “Young Women in Country A have increased access to
relevant training opportunities”

o Indicator: “Percentage of women graduates in state-run vaaltiraining
institutions”

o Baseline:25 per cent

0 Target: 35 per cent by 2011

o Possible outputs:
= New course designs/revise curricula to be appe#dirypung women;
= Adoption of new admission procedures;

= Development and launch of a national communicastoategy on
vocational training opportunities for women.
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" Step 12: Create a workplan for achieving the outcom by stating the outcome
strategy and all of its elements (outputs and activitiesid outlining the human
and financial resources required to carry out tiviies from the ILO and its
partners in order to achieve it. (More informatmmworkplanning is available in
Section 4 of this document.)

We have now covered all elements of our RBM apgraaexpressing desired outcomes
and all its components, shown in the figure below:

D D
\ /
=

Resources

Outcome

Strategy

m  Additional points to consider: As all the above steps are logically developled,
manager needs to ensure a reality check of his/hstrategy. Most commonly
encountered situations are setting country programorities that are too
ambitious, such as “reducing poverty in country & ;‘increasing social protection
in Country B”.

The “pieces of the puzzle” to address such largblpms may quickly reveal themselves
to be far too numerous and complex for the ILOdweha real and meaningful influence
upon them. A more reasonable approach would baetatify Country Programme
Outcomes that are much more limited “pieces”, upbich the ILO would have a much
stronger influence and control, and the human/tirmmeans to implement them. This
would in no way mean that the Organization wouldehao visibility.

For example, the vocational training scenario wonldssence mean changes to the
national vocational training policy (vocationalitriaag curricula to better fit needs, new
training topics delivered by vocational trainingtitutions, training programmes better
known nation-wide, etc.), which would result inigtter level of young women
graduating from state-run vocational training mgions and higher levels of
employment for these young women. This is a rdeuétl at which ILO partners expect
our Organization to make a change.
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4. Results-based management
workplanning and performance monitoring

Workplanning is one of the essential parts of tB&Rcycle. While there is an ongoing
effort to develop detailed guidance on this tojiits important to note the key elements
of workplanning and how they fit into the overalB® process.

4.a Key elements of the RBM workplan

Resources

Outcome

Strategy

A workplan is:

a tool which helps us set goals over a periodnoéti
a key source of information for management decisnaking;

the basis for all progress reporting for an indibstaff member, unit,
department/ILO Office, sector/region and ultimatilg Office;

a basis for measuring individual and team perfogean

a communication tool: everyone involved is awarg/bét needs to be done, by
whom and when.

In an RBM workplan, managers typically:

develop and select strategies that are most likehchieve the desired outcomes
(the strategy should assist in the selection of@mmate outputs towards the
attainment of expected outcomes);

prioritize the expected outputs from the stratdwat will help to achieve the
desired outcomes;
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* identify activities that will lead to the outputs;

» allocate resources/inputs in ways most likely topsut the efficient, effective
achievement of desired outcomes;

» identify risks — and risk mitigation measures thegt outcome level, and
dependencies at the output level.

The above activities should not be conducted in igion. Continuous collaboration
with constituents is a critical success factor foachieving the outcomeSpecifically:

o Priorities should be agreed well in advance withstibuents.
o0 Responsibilities of each partner should be cleidewntified.
0 A high-level monitoring plan should be agreed to.

0 Regular interactions should take place with comstits in order to review
achievements against commitments by each partner.

4.b Accountability framework

Inside the ILO the accountability cascades dowaubh the different levels, all the way
down to the individual staff member. At each leviels important to have clarity on what
kind of contribution is expected as an “input” hetresults at the higher level:

Sectors/
Regions

Departments (Units)/ ¢
Field Offices

Performance and accountability pyramid
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The contribution of the individual staff memberssglhl be aligned with the unit’s
workplan. Similarly, a unit contributes to the cutee of the department/ILO Office,
sector/region and ultimately the ILO as a whole.

* Individual staff should be held accountable fornttlaitputs. At the managerial
level, managers should be held accountable foeattg the desired results
specified in their workplans. The results shoulerdiore be linked to each staff
member’s performance evaluation.

» This concept applies throughout all levels of tHéo®.

4.c Performance monitoring and

adapting to change

Strategies seldom unfold precisely as planned fmagers, especially in the context of
ILO work where much depends on the actions of gth&ssumptions may prove
inaccurate and risks may change the situation. iShestirely normal and may be beyond
the reasonable ability of a manager to anticipathetime of initial planning.

In this dynamic environment, an RBM approach ersabianagers to deal with change in
a structured way. Managers using RBM regularlyeemheir strategies and related
workplans to determine:

» Is the strategy on track in terms of expected megtowards milestones and
anticipated outputs and towards outcome indicators?

* Have circumstances changed that make change sirttiegy reasonable?

* Have other potential options, either within thetgy or as alternatives to it,
emerged that would be better choices for reacliagttcome in question?

In typical ILO situations, the answer to one or mof these questions will often be
“yes”. If a better way to achieve the intended outes arises, then managers should
make the necessary changes, supported by the eeitieshow the rationale for their
changes in direction. In this way, RBM supportstoarous learning and underlines the
importance of keeping the focus of a work unit atcomes.

Another RBM tool for continuous learning is a manibg plan. A monitoring plan offers

a consistent way to ensure that the review ofeggras takes place on a regular,
structured basis. It encourages the collectionumedof data that usually can also be used
to contribute to monitoring at the organizatioreaddl.

The monitoring processtracks progress towards desired outcomes forrf@jor
purposes:

. it provides “course correction” information thaaynlead to changes to the existing
implementation process and budget allocations;
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. it provides information needed for the subsequepbrting process;

. it provides information that can influence therpiang process for future years,
including the redefinition of targets and desiredcomes; and

. it provides information to be used in later evéiluaprocesses.

The reporting processsummarizes and provides commentary on progresa tswv
desired outcomes during a specific period and sffegights and findings on lessons
learned.

The evaluation procesgprovides a distinct, essential and complementangtfon to
performance measurement and RBM. The evaluatioctibmprovides performance
information not readily available from performamenitoring systems, in particular in-
depth consideration of attribution, relevance, @heeness and sustainability. Evaluation
also brings to the performance system elementsdefiendence of judgment. It
addresses why results were or were not achievegranwties recommendations for
appropriate management action. For these reasahsagion is an essential component
of RBM.
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5. Conclusion

In the context of the ILO, results-based management

* brings rigour and clarity to a key management rivie identification of desired
outcomes and then the shaping of the strategiashieve them;

* enables the ILO and its individual work units aattguarters and in the regions to
be as relevant, effective and efficient as theyhlmgn

» promotes continuous learning, through reviews giegience with strategies and
incorporating lessons learned.

* informs management choices so managers focus corogs first and align their
strategies and use of inputs to achieve those mésp

* addresses the need for managers to mainstreamrgengderations and other
crosscutting ILO commitments into planning;

» focuses on results and links between intended méspoutputs, activities and
budgets;

» facilitates more focused, strategic collaboratioroas the ILO and with partners;
and

* communicates ILO commitments such as tripartisipatoners.
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6. Appendix A: Additional examples

Both Programme and Budget documents and Decent @auktry Programme documents
have articulated outcomes, indicators and, usutaigets. The following examples have
been drawn from both types of documents to inditgireal challenges and gaps.

As this guidebook is a “living document”, the liftexamples will be periodically
refined, updated and expanded

Example A

= Outcome: Improve competitiveness, productivity andditions of work in the
textile/garment sector

e In general, outcomes should specify change ingemeral area. In this case,
the areas of change include three different thitngs are often the focus of
integrated ILO efforts: competitiveness, produtyivand conditions of work.
Establishing two or even three outcomes insteazhefcomplex one would be
advisable. This will provide focused strategy aelhted outputs to bring about
the intended result. If it is not feasible to immpent all three components, the
method of prioritization should be used.

=>» Indicator: Unemployment rate among female and malekers in the textile
industry

e In principle, employment or unemployment ratesfare indicators. However,
in this case, the clear linkage between this indicand the above outcome is
missing. An example of a competitiveness-relatédanor would be
“percentage of textile products that reach internabal market”.

e An example of a conditions of work-related indicatould be “Decrease in the
number of work-related accidents”.

=>» Target: Not specified
e Each indicator should have a target. In the cathe suggested indicator, the
percentage of textile products expected to reatdrmational market within a
certain timeframe should be specified.

= Baseline: Not specified

e Each indicator should have a baseline. The basedimould reflect the current
percentage of textile products that are reachirtgiimational market.
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Example B

= Outcome: Tripartite constituents formulate a woakplto better enforce the labour
code

The above is not an outcome; rather, the formatabf a workplan is an
activity. Activities, like inputs and outputs, eaiplhow the ILO might go about
achieving outcomes. The outcome should point tatliaage that the ILO is
ultimately trying to achieve; the outcome is theentying reason why
constituents would formulate workplans. An outcomght read: “Improve
enforcement of the labour code.”

=>» Indicator: Not specified

Each outcome should have an indicator. If the oune involves improving
labour code enforcement, then an indicator mighitéNumber of female
and male labour inspectors who receive certificatod their knowledge of the
current labour code.”

=>» Target: Not specified

Each indicator should have a target. If the iredar refers to the number of
female and male certified labour inspectors, tHentarget should take into
account the direction of change desired and refdecincrease over the present
numbers.

= Baseline: Not specified

Each indicator should have a baseline. The basathould reflect the current
number of certified labour inspectors.

Example C

= Outcome: Increase constituent capacity to devgémer-responsive integrated
policies for upgrading the informal economy andlii@ting transition to formality

e This outcome seems to identify several conceptesgrated policies, upgrade

of the informal economy, and transition to formalif integrated policies are
policies that address both upgrade and formalizgtiben this outcome is fine.
However, if the definition of integrated policies’olves other elements, then
the outcome includes too many elements that prgladderve their own
outcomes and indicators.

=>» Indicator: Number of cases in which UN countrygreammes incorporates and
apply ILO standards, guidelines tools or knowletigdevelop integrated
initiatives for productive employment opportunitiesd social protection of women
and men informal economy workers and producersmasams to facilitate
transition to formalization.
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e The above is not an indicator because it doesiebihe what constitutes
integrated policies. Rather than specifying whaegnated policies should
contain, the above is a restatement of the outcavhih defeats the purpose of
indicators.

=>» Target: 15 cases, across all regions

e The target and indicator correctly refer to thersametric: number of cases.

= Baseline: Not specified

e Each indicator should have a baseline. The basedimould reflect the current
number of cases in which integrated policies haaentdeveloped.

Example D: (From Governance, support and manageninogramme and Budget for

2008-09)

= Outcomeimprove utilization of ILO human, financial, phgai andtechnological
resources in supporting programme execution

=>» Indicator:Level of compliance with relevant UN safety andigsgcmeasures in
ILO offices

=>» Target:100 per cent compliance in all ILO offices
= Baseline:Not specified

e Each indicator should have a baseline. The basedhould reflect the level of
compliance (as a percentage) at the beginning @bibnnium.
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7. Glossary of terms used in this guidebook

Excerpts fromOECD Glossary of Key Terms in Evaluation and Redté&sed
Management:

Activity : Actions taken or work performed through whichutg such as funds,
technical assistance and other types of resoureas@bilized to produce specific
outputs.

Attribution : The ascription of a causal link between obsefee@xpected to be
observed) changes and a specific intervention.

Baseline (study) An analysis describing the situation prior toewvelopment
intervention, against which progress can be asdesssomparisons made, or using a
starting period as baseline reference.

Effects. Intended or unintended change due directly aréatly to an intervention.

Effectiveness The extent to which the development intervensasbjectives were
achieved, or are expected to be achieved.

Evaluation: The systematic and objective assessment of anirmgpgr completed
project, programme or policy, its design, implenagioh and results. The aim is to
determine the relevance and fulfillment of objeetivdevelopment efficiency,
effectiveness, impact and sustainability. Evaluatitso refers to the process of
determining the worth or significance of an activjolicy or programme. An
assessment, as systematic and objective as possibl@lanned, ongoing, or completed
development intervention.

Impact: Positive and negative, primary and secondary-teng effects produced by a
development intervention, directly or indirectlgtended or unintended.

Indicator : Quantitative or qualitative factor or variablatlprovides a simple and
reliable means to measure achievement, to refiecthanges connected to an
intervention, or to help assess the performan@edsvelopment actor.

Inputs: The financial, human, and material resources mean activity aimed at a
development intervention.

Logical framework (Logframe): Management tool used to improve the design of
interventions, most often at the project leveinttolves identification of the elements of
the results chain (inputs, outputs, outcomes, im@a their causal relationships,
indications, and the assumptions or risks that méyence success and failure. It thus
facilitates planning, execution and evaluation deaelopment intervention.

Monitoring : A continuing function that uses systematic caitecof data on specified
indicators to provide management and the main bta#lers with information of an
ongoing development intervention with indicatioish® extent of progress and
achievement of objectives and progress in the tiabozated funds.
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Outcome The expected likely or achieved effects of thembmed outputs of a strategy.

Outputs: The products, capital goods and services whistltrérom a development
intervention; may also include changes resultiogifthe intervention which are relevant
to the achievement of outcomes.

Performance monitoring: A continuous process of collecting and analyziata to
compare how well a project, programme, or policlgesng implemented against
expected results.

Results framework The programme logic that explains how the devalept objective
is to be achieved, including causal relationships anderlying assumptions; defines
performance and accountability framework for araorgation.

Results-based managemenA management strategy focusing on performance and
achievement of activities, outputs, outcomes arnuhcts.

Target (group): The specific individuals or organizations for vgkedenefit the
development intervention is undertaken.
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8. Additional resources

Results-Based Management, Module 3 of ILO ManageamehLeadership Development
Programme Human Resources Development Department — IntenatLabour Office.
2005.http://www.ilo.org/intranet/english/bureau/pers/ddead/203mod. pdf

Programme and Budget Proposals for the Bienniun820®
http://www.ilo.org/intranet/english/bureau/prograiminload/pdf/08-09/pb.pdf

Preview of the Programme and Budget proposals @@8209 and related questions:
Strategy for continued improvement of results-basadagement in the ILO
(GB.297/PFA/1/1).

297th Session. November 2006.

http://www.ilo.org/wemsp5/groups/public/---ed_norm/---
relconf/documents/meetingdocument/wecms_gb_ 297 _pfa_1 1 en.pdf

Results-based management: Progress report andwesi¢he programming cycle
(GB.300/PFA/9/1)300th Session. November 2007.
http://www.ilo.org/wcmsp5/groups/public/---ed_nokm/
relconf/documents/meetingdocument/wcms_084608.pdf

ILO Decent Work Country Programmes — Bringing FormBl.O Country-level
Contributions: A Guidebook for Developing and Inmpénting Decent Work Country
ProgrammesJune 2008 http://www.ilo.org/intranet/dwcp

Technical Cooperation Manual Version@ODEYV - International Labour Office. 2007.
http://www.ilo.org/intranet/english/region/codev/tnanual/index.htm

Toolkit for Mainstreaming Employment and Decent kVbtigh Level Committee on
Programmes — Chief Executives Board for Coordimatk®07.
http://www.ilo.org/public/english/bureau/dgo/select2007/toolkit.pdf

Glossary of Key Terms in Evaluation and ResulteBadanagemenDevelopment
Assistance Committee Working Party on Aid EvaluatioOrganization for Economic Co-
operation and Development. 2002.
http://www.ilo.org/intranet/english/bureau/progralownload/plan/term.pdf
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