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E1 - Te Tarai Vaka Cook Islands  
Appraising an Activity Concept or Design Guideline
 

Overview 
This is a guide on the six steps to appraising the concept or design of an Activity during 

Activity planning, using the 5-point rating scale. It is mainly intended for use by the activity 

manager.  

Introduction 

Appraisal Requirements 
The Activity Planning Policy sets out the requirement for appraisal, including who should 

undertake it, when extra appraisers are needed and when an appraisal meeting is required. 

Rating Scale 
A 5-point scale which ranges from 1 (poor) to 5 (excellent) is used to rate an Activity design 

against the five DAC evaluation criteria listed below: 

 Relevance 

 Effectiveness 

 Efficiency 

 Impact 

 Sustainability. 

For detailed guidance on rating an Activity, see the Activity Quality Policy, Appendix: Activity 

Quality Rating Scale and use the template Appraisal of Activity Concept or Design. 

Activity Risk 
The overall risk profile of the Activity is calculated either as low, medium or high by identifying 

the highest individual risk to the Activity and using the Risk Profile Matrix. 

The Activity Risk Register records individual risks that have been identified and the overall 

Activity risk. It can be updated through the appraisal process and subsequent Activity 

implementation phase
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Appraising an Activity Concept or Design 

Step 1: Appraise the Concept/Design and Prepare the Activity Risk 
Register 
If the activity manager is the author of the concept or design, the MFEM Development 

managers shall appraise the concept or design. Alternatively, the AM will do the appraisal and 

make a recommendation on whether to proceed with the Activity using the template Appraisal of 

Activity Concept/Design. 

While preparing the appraisal, the activity manager also updates or creates the risk register for 

the Activity, using the Activity Risk Register Template. See Assessing Activity Risks. 

The activity manager also identifies any significant environmental and/or social impacts and 

risks and assigns a provisional (concept) or agreed (design) category. See the Environmental and 

Social Safeguards Policy. 

The activity manager may seek advice from others and incorporate the feedback received into 

the appraisal document and risk register. Particular consideration should be given to 

consulting others who will be responsible for managing the next stage (design) or phase 

(implementation) of the Activity. Activity managers are encouraged to check with consulted 

stakeholders to ensure that their advice has been represented. Any consultation should be 

noted in the appraisal document. 

The activity manager should refer to any relevant guidance notes, including the findings of past 

program and activity reviews, and evaluations. 

The activity manager, with the agreement of their HOM or Activity governance committee, can 

decide to stop an appraisal process at any time if they do not think the Activity should proceed.  

There is no obligation to continue with the whole process. 

Step 2: Seek Endorsement of the Appraisal Document and Risk 
Register 
The activity manager may wish to discuss and seek endorsement of the appraisal document 

and risk register from the MFEM Development program manager (or equivalent), to critique 

the documents. Differences of opinion should be resolved in accordance with normal 

principles of team work. 

Step 3: Agree the Subsequent Appraisal Process 
If additional appraisal(s) and/or an appraisal meeting are required (due to risk or value 

thresholds), the activity manager agrees with their Activity governance committee on the 

subsequent appraisal process and meeting participants. This includes obtaining the 

agreement of appropriate extra appraisers and meeting participants. Appraisal meetings must 

include representation from proposed designing and/or implementing agencies, if these are 

different from the Agency responsible for the current stage of the Activity cycle. 

For Activities likely to be jointly funded with the Cook Islands, donor agencies may participate 

in appraisal meeting processes.  

Step 4: Arrange Budget Appraisal 
The activity manager arranges for a budget appraisal themselves or with help from a budget 

specialist.  
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Sometimes (e.g. for a proposed sector support Activity) budget issues may be complex and 

require specialist public sector finance or commercial expertise, which can be externally 

contracted if necessary or assistance sought from MFEM’s Treasury Division.  

Step 5: Arrange Additional Appraisal 
Depending on the risk and value, the activity manager may have to arrange an additional 

appraisal of the design or concept. 

The activity manager, in consultation with their HOM or Activity governance committee, (Step 

3) identifies a person or people with the appropriate specialist skills and experience to 

undertake a written appraisal. The risk assessment of the Activity (and any issues raised in 

the activity manager's appraisal) may help to determine the skill sets required. For example, 

if the first appraisal identified particular risks or challenges associated with one of the cross 

cutting issues, a specialist on that issue should be required to conduct an appraisal. If 

category A has been assigned to the Activity reflecting potential to cause significant adverse 

environmental and/or social impacts, participation by relevant cross cutting specialists is 

necessary. Specialist financial, legal and procurement advice may also be required, 

particularly if the Activity is complex. For Activities of higher value or risk, special 

consideration should be given in the appraisal to cross cutting issues and environmental and 

social safeguards.  

Appraisers may be drawn from the Cook Islands Public Service or the services of experts may 

be contracted.  

The additional appraisers review the design document or concept note, the activity manager's 

appraisal, the risk register and either collaborate with the activity manager in preparing a 

single appraisal document, or (depending on value and risk) prepare their own appraisal using 

the template Appraisal of Activity Concept/Design. Appraisers are asked to complete all sections 

of the appraisal template. The only exception is a technical appraisal, in which comment may 

be sought on limited aspects of the overall Activity (e.g. engineering feasibility or 

environmental risks). 

The activity manager arranges (with the Activity designers) any required changes to the 

Activity Design Document or Concept Note and returns it to the additional appraisers for 

review, if required. 

The Activity Manager can decide whether to share or withhold their initial appraisal with/from 

subsequent appraisers. The risk register should be shared so they can comment or contribute. 

Step 6: Convene an Appraisal Meeting 
Depending on the risk and value, the activity manager may have to convene and participate in 

an appraisal meeting. The meeting must be attended by at least three people and formal 

minutes must be taken, circulated and approved, using the appraisal meeting minute’s 

template. 

Purpose 

Appraisal meetings are designed to facilitate the exchange of opinions, discussion of issues 

and agreement. They bring a wide range of skills and experience to bear in a joint 

problem-solving atmosphere, providing a breadth of analysis and facilitating a cross-agency 

perspective on a particular Activity. 
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Who to Invite As Participants 

The activity manager in consultation with their HOM or Activity Governance Committee, 

recruits appraisal meeting participants with relevant specialist expertise, e.g. sector, 

thematic, monitoring and evaluation expertise. 

 As stated above, appraisal meetings must include representation from the proposed 

designing and/or implementing agency if these are different from the agency responsible for 

the current stage of TTV. 

Meetings are by invitation only. Normally anyone who has prepared an appraisal document for 

the Activity will be invited. Contracted consultants who have prepared appraisal documents 

may also be invited on a case-by-case basis. Consideration should also be given to others 

whose participation would improve decision-making, i.e. people with relevant experience and 

knowledge. Donors as co-funders may be invited to attend an appraisal meeting.  

Appraisal meetings cannot be "virtual" i.e. conducted by email. Teleconferencing is 

encouraged. 

Conducting the Meeting 

The spirit of appraisal meetings should be one of open constructive debate. These should 

have formal minutes and use the Appraisal Meeting Minutes template. This template is based 

on the Appraisal template and requires the meeting participants to agree on ratings of the DAC 

evaluation criteria, cross cutting issues and monitoring and evaluation. The meeting is also 

required to record the provisional (concept) or agreed (design) category reflecting the level of 

environmental or social impact or risk and the type of impact assessment required. If there is 

no consensus on final ratings at the meeting, the Chair of the meeting will make a decision. 

The minutes should record particularly significant differences of opinion but should not include 

"she said-he said" detail. 

The meetings should be chaired by the most senior representative in attendance, following the 

thresholds set in the Activity Planning Policy. 

After the Meeting 

In line with the meeting minutes, the activity manager makes any recommended changes to 

the design and then may, as required, arrange another appraisal of the amended design or 

convene a further appraisal meeting. 

Note: Although the chair of the meeting may be an approver of the concept or design later in 

the Activity planning process, appraisal meetings themselves do not have formal 

decision-making authority unless they are the governance committee level. 


