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THE INTEGRATED ASSESSMENT SYSTEM

An integrated assessment system has four main components:

The process of assessment;

Theinstitutional arrangements for the assessment;
Thetools of assessment (particularly the indicator set); and
The products of assessment (periodica reports and data sets).

The present document addresses the first three topics.

Main expectation

The Pakistan Environment Programme (PEP) partners expect that the Technicd Assstance (TA)
provided by the Internationd Indtitute for Sustainable Development (11SD) will outline an actud

system for assessing progress toward sustainable development. The system for measuring progress
in the implementation of the Sarhad Province Conservation Strategy (SPCS) is being applied to the
North West Frontier Province (NWFP) as a pilot project. Monitoring the implementation of the
National Conservation Strategy (NCYS) is a secondary god. Each of these effortsis seen as stepsto
the more genera end of introducing sustainable devel opment reporting on anationa scale.

The purpose of the document is to provide clear answers to the following questions:

What is an assessment process?

What issues to measure?

What data to collect? What data are available?

How to measure?

Who isto beinvolved in measurement and assessment?
How frequently to report progress?

L ong-term objectives

The PEP patners look for the establishment of an indigenous capacity of measurement,
asessment and reporting that will remain functional even when externd ad organizations leave the
country. The role of these organizations must be caaytic, being actively involved only in the first
measurement projects, while domestic capacity develops.
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The measurement and assessment system that will be established in the NWFP will need to be
unique to the province, but in terms of its structure and drategy it will need to be genera and
gpplicable to other provinces and eventudly to the country as awhole.

Specific objectives

A dearly identified objective of the assessment system is to hep government correct its course
during the planning and implementation of development and conservation drategies. Another
objective is to hep loca communities to adopt sustainable management practices and monitor loca
capacities. The capacity assessment identified a need for actual physicad measures and specific
indicators, instead of macro-levd, highly aggregated indices.

Products

An integrated assessment systemn, including process description, inditutiond arrangement, data
processing and reporting;

A reporting system based on measured data and including a set of indicators,

A matrix to compare what is proposed in the strategies and what is aready messured;

A matrix of selected priority issues with corresponding data and proposed indicators;

A set of ready-to-use indicator sheets,

A code-book to data availability.
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PART 1: THE PROCESS

ESTABLISHMENT OF THE MEASUREMENT AND REPORTING SYSTEM

The development of a measurement and reporting system that is suitable to loca audiences will
require a process with clear objectives, time-line, resources, inditutionad arrangements, and the
identification and commitment of participants with the necessary knowledge and skills. The current
assessment is dready part of this process, but it isonly aninitid phase, to be followed by the action
of locd organizations. Idedly, the two will be closdly linked. Although the TA plays an important
role in building capacity for measurement, Pakistani organizations should become fully capable of
carying on the measurement and assessment activity on their own, relying on strong nationd
networks and expertise. Figure 1 describes the key phases, tasks and nature of a general
assessment process that will also be used to describe a process specific to the SPCS and the
NCS. A detaled workplan and timdline for reporting on the implementation of the SPCSis attached
(Attachment 1).

The process template includes three main phases. (1) preparatory phase; (2) evaluation; and, (3)
implementation. Two of these, the preparatory and evaluation phases started with this TA,
while the third and crucial phase will need to be initiated and maintained by organizationsin
Pakistan. The process dedgn is based on our experience in establishing measurement and
assessment systems on the provincid and large organizationd scale, and generd principles of
assessment, particularly the Bellagio principles for assessment. Both our experience elsewhere and
the meaning of the Bellagio guiddines need to be trandated into specifics that reflect the unique
conditions of the NWFP and the needs of the conservation strategies.

Preparatory phase
1. Identify key provincial policy priorities

The preparatory phase included the identification of key policy priorities and exigting capacities for
measurement and reporting in the NWFP. The mandate of the NCS and SPCS provides the overal
context for measurement and assessment and defines the reationship with government agencies,
other NGOs and communities in the country. The sdection of provincid policy priorities must
aways be based on this mandate and reflect the extent of harmonization between national and
provincid policy priorities.

! http://iisd.calmeasure/1.htm
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2. ldentify existing measurement and reporting systems

One of the key objectives of this TA is to help set up a measurement and reporting system.
Assessment and performance reporting is routindy done in many organizations for different
purposes, and it was fair to assume that some of the existing reporting mechanisms in Pakistan and
the NWFP may be related to the kind of assessment they wish to develop for the Strategies. The
assessment of such capacity was necessary to help identify potentia linkages, possible chalenges,
and avoid unnecessary duplication.

Preparatory phase

1. Identify key regional policy
priorities with respect to the
SPCS mandate

2. Identify existing measurement
and reporting systems

JL

3. Identify institutional
responsibilities

Evaluation

4. Evaluate existing monitoring
and data collection infrastructure

<

5. Identify gaps, data quality and
availability problems

Cyclical reviews

6. Recommend indicators
JL

7. Prepare recommendations for
planning and implementation

Implementation

8. Core group establishment > 9. Selection of issues H> 10. Selection of indicators

15. Regular updates 11. Data collection and analysis
14. Actions by public and <]_ 13. Report release and <]_ 12. Report preparation and
private sector communication of results review
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Figure 1, Section 2: The process of establishing and managing a measurement system
3. ldentify ingtitutional responsibilities

While measurement belongs to the core mandate of some organizations, such as statistical buresus,
it is secondary in others. The assessment, therefore, had to cover the role measurement and
assessment play within the broader context of policy making, enforcement, and so on, and extend to
the understanding of organizationa respongbilities.

A recommendation for an inditutiona arrangement, based on the findings of the Capacity Assessment
presented in the Phase 1 Report of the TA, isincluded as a separate part of this document.

Evaluation phase
4. Evaluate existing monitoring and data collection infrastructure

Some monitoring and data collection exists in mogt regions of the world, even if socio-economic,
organizational or topographic conditions make it difficult, and the NWFP is not an exception. Even
if there are sgnificant gaps in the types of parameters measured, existing data collection capacities
should and need not be duplicated. Collecting a wide variety of socio-economic and environmental
data requires expertise and resource capacities on an ongoing basis that few organizations can
afford to maintain indefinitely.

In Pakigtan, as in most other countries, routine and standardized data collection and monitoring are
in the domain of a few key agencies. Information from these sources may provide the most
important basis for the indicators to be used by the SPCS.

5. ldentify gaps, data quality and availability problems

The assessment of data gaps and data quality problems is based on understanding the nature of the
information needed to conduct a meaningful assessment. The consultants relied on the findings
during the preparation and field work stage. Their information was based on studies, reports,
documents as wdl as interviews, consultations and the acquired familiarity with the mandates,
policies and activities of the provincia government, the loca ITUCN office and the SPCS Support
Team, as summarized in the Phase 1 Report. As expected, apart from a significant body of
information, some serious gaps in data and information collecting and processing capacity
have been found.

In terms of data availability and qudity, a range of questions were raised, some of the most basic
induded the following:
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- exigence of monitoring system and capacity;
- daaavalaility;

- adequacy of spatid coverage;

- adequacy of time series,

- adequacy of measurement methods,

- access to measurement results.

6. Recommend candidate indicators

Based on the information required to congtruct meaningful indicators and the limitations posed by
data, a priminary set of measures have been identified. In addition to relevance to provincid
issues, inditutions and their policies, a number of other criteria were used when sdecting these
Mmeasures.

7. Prepare recommendations for planning and implementation

The find phase of the TA includes the preparation of recommendations for implementing a
measurement system. Implementation has severd facets, induding inditutiona and politica will,
resources, technica skills and capacity development, and first and foremost a vison for what the
system should achieve and how it should operate. Some elements of this are provided in the TA,
but it will require additional insights throughout the implementation process by provincial
stakeholders, experts and communities.

I mplementation phase

With the preparation of recommendations for planning and implementation the mandate of the
current TA will come to an end. Implementation of the recommendations will be mainly the task of
the SPCS implementation partners that may or may not involve additiona TA programs and
externd consultants. The ultimate objective of implementation is to deveop and maintan a
messurement and assessment capacity whose mandate is explicitly outlined in nationd and/or
provincid legidation and that is sdlf-sustaining in the NWFP because of technical knowledge and
financia support. These are essentid preconditions for creating a successful measurement and
assessment system.

8. Core group establishment

Measurement and assessment in the provincid sense is a complex undertaking with many potentia
sakeholders and audiences, vested interests and sengtivities. Coordination of the process is a
critica task, one that requires a core group of a small number of people who are familiar with
the technical, socio-cultural and political aspects of the region, and its information
infrastructure. The core group has a mandate to initiate and coordinate the process. It may consst
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of representatives of some of the key organizations interested in and capable of permanently hosting
the initiative. These and other key indtitutiona requirements will be discussed in Part 2 of this report.

A key task of the core group will be to develop an implementation strategy within the framework of

its mandate, following up, as gppropriate, on the recommendations of this TA. The core group will

have to underdand the objectives, mechanisms and condraints of measurement, foreseeing the
usefulness and some of the key uses of measures in the identification, diagnos's and responses to
trends most important for the people and land of the NWFP. The following points describe what the
drategy of the core group would have to addressin detall.

9. Selection of key issues

In order to keep the measurement initiative focused, the core group will need to find away to sdlect
a small number of key issues that will be measured by indicators. Such a sdection has two
purposes. Firg, it will help limit the number of indicators — if there are too many, they may take
attention away from the ones that are really important. Second, it will dso help the core group and
others involved in this process to think about the overdl objectives of the conservation strategy and
provincia development.

The issues addressed by the conservation strategy could provide an initial menu fromwhich a
smaller number of priority issues are selected. The number of potentid issues, even if one
congders only those listed in the consarvation drategy, is very high, and deding with them will
require a piecemeal approach in which initially only a subset of issues is selected. The
selection of asmal set of key issues requires an iterative process, with public participation.

Based on this, the selection of key issues would consist of two phases.
Development of an overdl framework for issues and indicators

There are a number of frameworks in use, such as the one based on the pressure-state-response
(PSR) classfication or another that breaks provincid issuesinto four categories, including economic,
ecologica, human and ingtitutional capital®. 1t would be the task of the core group to decide whether
any of the existing frameworks would be adequate for the NWFP and the SPCS, or whether they
would need to adjust them to suit their specific requirements. For the present purpose, the SPCS
and the NCS should serve as the framework to organize the measures and indicators.

Participatory selection of key issues
Key provincid issues will be sdlected for the categories defined in and by the framework used. The

issues sdlected will hep guide the sdlection of indicators themsdlves, so it is an important step in the
cyclica process.

2 For areview of currently used frameworks see |ndustry Canada report.
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While the core group could provide the framework, it will be necessary to involve a broader
range of stakeholders in the selection of issues. Core group members, however well informed,
may place emphasis on issues of concern to the stakeholders they are most closely associated with,
and downplay the importance of issues essentid for others. This may risk missng some critica
provincid issues relevant for stakeholders who are underrepresented in the process. Deciding who
will be the other socid stakeholders involved in the measurement exercise is a very important and,
as often turns out, sendtive step, especidly if some groups fed they are evaduated according to
measures chosen by others.

An important point is setting a proper balance between social stakeholders representing major
interests and participants with expert knowledge of specific matters (e.g., people and
organizations with professond level knowledge of environmentd issues, geo-datistics, and so on.).
One possihility isto involve technica experts in separate working groups, another to mix them with
other stakeholdersin order to keep the number of groups lower.

The number of stakeholders involved in the measurement initigtive can get rather large, dthough it
may be necessary to keep the number under 40 or 45. The sdection of issues would normaly
take place in a series of participatory, facilitated meetings. Even if the number of participants is
under 40, it may be necessary to form subgroups to examine specific issue clusters or categories
identified in the framework. Under guidance by the core group, these subgroups would develop and
prioritize issue ligs in one cluger, eg., natura environment or economic capita, and take their
results back to the core group that integrates results and presents them in awhole group setting.

Either way, the result of this stlep will have to be a prioritized list of well-defined issuesin all
categories of the applied framework or strategy.

10. Selection of indicators

Based on the prioritized lisg of issues, stakeholders will make recommendations for specific
indicators. An indicator will be associated with, and will be used to track changes in a specific issue.
The preliminary indicator set identified in the evaluation phase of the TA could serve as a
starting point for the selection of the indicator set, amended with other measures as
necessary. The identification of indicators from the preliminary list provides the interface that links
the results of the TA and subsequent implementation.

In addition to relevance to stakeholders, the measures selected will have to fulfill severad sdlection
criteria. There are many partidly overlapping indicator sdection criteria listed in he published
literature, but some of them may have specific importance in the NWFP. Without a clam of
completeness, the more important criteriawill be:

- relevanceto provincid stakeholders, acceptance of results and conclusions,
- dataavalability;
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- measurability; and,
- cog of measurement.

The proposed indicators will have to be individudly evauated againg these sdection criteria by
those proposing them and eventudly by the core group compiling the indicator set for presentation
to and approva by the entire stakeholder group.

11. Data collection and analysis

Data collection is one of the most Iabour-intensve and time-consuming parts of the measurement
and reporting process that requires careful planning and coordination. The preparatory and
evauation phases of the TA provided information on existing monitoring systems and data Streams.
This information on the availability and quality of data can serve as the bass for the data collection
process.

Normaly data are gathered from existing databases and data sets, without the collection of new
data. Mapping these databases and data streams, such as the one prepared for this report will
help identify sources. In some critical cases where an issue received very high priority, but no data
are avallable, primary data collection may take place. Whether this will be possible depends on the
nature of data to be collected and the availability of resources. In case data are not available and
cannot be promptly collected for an indicator, the measurement initistive can make a strong
argument for including the given parameter in future routine monitoring programs.

Data collection would be the collective task of the core group and working groups focused
on specific issue clusters. Therole of the working groups will be to identify individua data sources,
access databases, assess the qudity of the information, and compile the data in a commonly agreed
upon database. The core group provides overall guidance and synthesizes the data from the
different working groupsinto an integrated set.

12. Report preparation and review

Measurement is useful to the extent it reaches people and organizations that understand the
importance and meaning of the indicators and can initiate an effective response. However,
measurement is dso an important part of making people redize socio-economic and ecological
trends and interactions in the NWFP. Informing decision-makers and educating the public are two
of the most important complementary uses of indicators, and both require that they are regularly
published, easy to access and understand.

The report will have to address the following main points:
presenting trends both in graphica and numerica format (probably in an gppendix);

explaining trends;
evauating policy successes and falures related to trends; and,
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identifying key linkages between a given indicator and other trends and indicators
presented in the report.

The core group, in consultation with working groups, will define the main points in the andysis and
the format in which the indicators are presented. Draft sections on individual indicators will be
written by working groups, and shared with the core group and other working groups to
make cross-cutting analysis and help identify potential contradictions or synergies in
different parts of the report. The core group would serve as the depository for find drafts, write
genera sections of the report and compile the entire report for publication.

Given that there are severd languages used in the region, optimdly the whole report or at least its
executive summary verson would be trandated and made available to people of the different ethnic

groups.

13. Report release and communication of results

The trends andyzed in the report will help evauate conservation and/or sustainable devel opment
drategies used in the NWFP, specificadly from the perspective of the government and from a
broader ecologica and socio-economic gpproach. The audience therefore includes IUCN-P, other
organizaions involved with conservation initiatives, and the generd public of the NWFP. It is
essentia that the measurement initiative, and in particular the release of the indicators, receive
adequate publicity in the local and provincial media. This publicity will not be automaticaly
given; it will need to be planned and organized by the core group well in advance. A good way to
keep media atention on the initiative would be to have a representative of a respected media
organization involved in one of the working groups.

14. Actions by public and private sectors

Sep 14, ‘actions in Figure 1 means the influence indicators have on actud decisons. This impact
may range from the evauation and assessment of decisons, policies and management to the
planning of dternative solutions. These ‘actions are of course outsde the domain of the core group
and the working groups for the management process, but it is this stage where the usefulness of the
indicators and the measurement initiative gets tested.

15. Regular updates

Performance evauation and measuremert is an ongoing activity, and reporting on progress takes
placein cycles. The frequency of these cyclesis best defined in legidation; normdly it would range
from two to five years. The first cycle is unique because the content, process and useful ness of
the exercise needs to be tested, but in later phases some of the tasks become more routine,
embedded in inditutiona memory and the skills and knowledge of key participants.
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PART 2: INSTITUTIONAL HOME

As part of the process of measurement and reporting, the regular use of indicators requires an
inditutional host that provides stability, continuity and adequate working conditions for the team
performing the measures. The team, which preferably conssts of the representatives of different
inditutions and organizations, requires clearly assigned duties and respongbilities as well as adegree
of relative independence to minimize bias and/or interruption in its work. Importantly, adequate
human and financid resources need to be dlocated to the assessment, since it is not a one-time
project but a long-term, inditutiondized task. That is the only way to establish continuity, create a
basdine data s&t, store data and information for future references, and rely on them as the (smdler
or larger) community’ sinditutiona memory.

In the NWFP, there are saverd options for an inditutiond host. The hogt inditution might be a
government department or agency, aloca NGO or an internationd organization that has an office a
the gte. Each of these arrangements has certain advantages and disadvantages. Considering the
conditions mentioned above, the best solution seems to be a partnership based on collaboration
between government and NGOs. The NWFP has established severa Round Tables (RTS) to
involve different stakeholders and increase representation in provincia decisionrmeking and
development planning. According to the information avalable a this time, the RTs are adequately
functioning and might be the best indtitutiona host for the assessment and measurement project. The
RTs bring together government and grassroots activigts, private and public sector, NGOs and
community leaders.

The RTs, however, even if they are willing to be the forma hogt of the measurement and reporting
tasks, are not organizations with a permanent location. A Secretariat with a permanent office
gpace is gill to be established. The choice of location should consider the availability of necessary
technica conditions, easy access, and so on. It is important that a small but professona, paid Saff
be employed; it is a precondition for establishing a relidble database and/or inditutiond links to
exiging databases, the adequate handling of data and information, and the maintenance of technica
cgpacity and inditutiond memory.

As part of Phase 2 of the TA, Dr. Hardi held discussions to find the most effective solution for the
ingitutional arrangements of the assessment process. The recommendations of the Phase 1 Report
(now part of Section 1 - Final Report) were further clarified and the outline of a satisfactory solution
had been negotiated with the chief economist of the government of NWFP. Accordingly, a quas-
independent team, formaly established by the RTs of the province, will be hosted by the office of
the chief economist. The location of the team is under consideration (one possihility is the office of
the Provincid Bureau of Statistics that directly reports to the chief economist).

The chief economist pledged full support for the SPCS assessment work. The team would include
seconded government technical experts, NGO representatives (including IUCN’ s SPCS team), and
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academic experts. Close collaboration with the Frontier Resource Centre is envisioned. The group
might be headed by a co-chairmanship, including the chief economist and an NGO representative.

At the early stages the Secretariat only requires computers with adequate data processing software
and preferably with an Internet connection to facilitate contact with other local, domestic and
internationd offices. Geographic Information System (GIS) based measurement and data processing
are not necessary for the effective operation of the Secretariat, though at a later stage it might
provide a useful tool. The gpplication of technology needs to be adjusted to loca capacities; the
experience with GIS technology in the NWFP proves that in an isolated environment and with fase
expectations it cannot fulfill its anticipated function, or worse, it might create disgppointment and
discredit later use.

The Secretariat would function as the core working group of assessment and measurement and
formally might report to the RTs. The RTs could be the publisher of periodic reviews or date of
sugtainability reports.

12 I1SD Measurement and I ndicators Program April-June 1998



SPCSINDICATORS Section 2- ASSESSMENT SYSTEM

ATTACHMENT TO SECTION 2 — ASSESSMENT SYSTEM

SPCS-PAKISTAN ASSESSMENT PROCESSWORK PLAN AND TIME LINE






SPCSINDICATORS

Section 2- ASSESSMENT SYSTEM

Attachment 1

TASK

Time* Cumulation by Stage

Stage 1 | Stage 2

| Stage 3

Stage 1 Preparation and Evaluation

I dentify key regional policy
priorities

Identify existing measurement &
reporting systems

I dentify institutional
responsibilities

Evaluate existing monitoring and
data callection infrastructure

I dentify gaps, data quality and
availability problems

Recommend indicators

Preparerecommendations for
planning and implementation

Stage 2 I mplementation

Finalize institutional
arrangements

Coregroup establishment

Selection of issues

Sdlection of indicators

Data collection and analysis

Draft report preparation and
review

Draft report release & communi-
cation of resultsto stakeholders

Write and edit final draft

Finalize report

Stage 3 Publication and Action

Publish

Disseminate

Feedback

* Each segment represents atwo-week time period. Approximately 60 weeks are needed to accomplish the task; currently the
project isaready in its second stage of i mplementation.
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