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Introduction

Civil Society Organisations (CSOs) play a critical role in enhancing transparency and accountability and
providing effective and efficient services at the national, sub—national level and community levels.
they provide both immediate relief and long — term transformative change by promoting collective
interests, accountability, public participation, influencing decision making, directly engaging in service
delivery and acting as a bridge between duty bearers and right holders.

In view of recent political change and socio-economic landscape Civil Society Organizations (CSOs)
have become more critical than ever to outreach and support the Afghan people at such critical
moments and operate in a complex context and face several immediate challenges such as most carry
out activities in unstable conditions and insecurity. Currently CSOs are limited by operational factors
such as financial and technical capacity —internal environmental dynamics that impact programme
results and sustainability.

During last several years ACTION project continued the engagement with the national civil society
organizations (CSOs) to further strengthen the anti — corruption efforts by mobilizing local
communities and creating an enabling environment to fight corruption such as reporting corruption
cases by media, conducting community-based monitoring of health facilities, and carrying out social
audits of service delivery. The project is highly relevant in relation to the UNDP Strategic Plan (2022-
2025) outcome 3 “strengthening countries and institutions to prevent, mitigate and respond to crisis,
conflict, natural disasters, climate and social and economic shocks” and UNSF outcome 3.1 addressing
formal and informal governance, community-based institutions, and decision-making platforms and
mechanisms are more inclusive, responsive, accountable, and better able to contribute to social
cohesion and reconciliation.




Session 1 — Introduction

Objectives and Agenda

OBIJECTIVES: By the end of the workshop, CSO representatives will be able to:

Cycle.

1. Explain different elements of the results chain and the smart criteria, and how
these can be incorporated to increase the quality and ‘effectiveness of their
existing project and activities interventions for achieving sustained results.

2. Understanding of RBM concept and its usage in the humanitarian and
development interventions

3. Mainstream RBM concepts and techniques within the Project Management

4. Contribute to harmonizing result-oriented business approaches around
‘contributing to national efforts for achieving development results

AGENDA
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Session 1 - Introduction
o Pre-Test
o Creative Introduction
o RBM Training Objective
o Participant Experiences of RBM
Session 2 — Managing Projects
o Project Cycle Management (PCM)
o Whatis Result?
o Whatis Result Chain?
o Whatis the Difference between PCM & RBM
Session 3 - {Results Based Management (RBM)
o What is Changed?
o Results & Result Chain
o Whatis RBM?
o TheHistory of RBM?\
o  Program Glossary (QUIZ)]
o RBM Life Cycle Approach

Recap
o Role Play LSO for solving a community problem
Session 3.1 — RBM in Planning
o What is Indicator its Purpose and Type
o Indicators Validation Checklist
o Assumptions and Risks
o Baseline and Targets
Session 3.2 — RBM in Managing
o Key Challenges and Strategies
o Managing Outcomes
Session 3.3 — RBM in Monitoring
o Purpose of Monitoring
Levels of Monitoring
Outcome Monitoring
Performance Monitoring
Monitoring Tools & Plan

0O o0 o0 o0 o

CSOs Monitoring Assessment

[l Recap

Session 3.4 — RBM in Evaluation
o Functions of Evaluation
Focus of Evaluation
Performance Evaluation
Who can Evaluate
How to use an Evaluation
Inter-Linkages and Dependencies between
Planning, Monitoring & Evaluation

Session 3.5 — RBM in System
Session 3.6 — RBM in Reporting

o Effective Reports
o 7Cs of Report Writing
o Sample Reports

o o0 o0 0 o

[l Recap
Session 3.7 — RBM in Learning, Adjustment and
Decision Making

o Internal Audit and Management Review

o Building RBM Framework - Group Exercise
Session 4 -Community Led Development

o What is Community?
What is Development?
What is Community Led Development?
Core Principles of CLD
10 Learnings about CLD
Core Values of Community Development
Beliefs of Community Development Work

O 0 o0 o o0 o0 ©o

Principles of Community Development




[l Recap
Session 4.1 - Planning for CLD
o Problem Analysis
o Fishbone analyses
o Objective Hierarchy
o Define Goals and Objective
o Stakeholders Analysis
Session 4.2 — CLD Communication
o Types of Communication for CLD
O  Developing CSO Communication Strategy for a
Specific Project.

Recap

Session 4.3 — CLD Monitoring & Evaluation
o CLD Monitoring (Link with RBM)
o CLD Evaluation (Link with RBM)

Session 5 — Evaluation & Close
[e] Post-test
O  Evaluation & close
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Session 2 — Managing Projects

What is Project Cycle Management?

F eop (@ Froe i

Project cycle management (PCM) is a method based on years of development, focused on organizing
and planning projects through foundational principles and defined phases. This process covers the
inception of the project to its planning, execution, and evaluation.

Stages and Phases of PCM

PROJECT PROJECT

PROJECT "Q PROJECT
Definition Launch or Performance

Conception Project
&Initiation &Planning Execution &Control ;1  Close
1 3 4 5

Need of Result Based Management

PCM emphasizes to enhance programming and proposal design, while RBM seems to focus on
institutional accountability, effectiveness, and efficacy. These approaches seem to be strongly
complementary to each other.

Development Concept

Process
Based
Management

Result Based
Management

Input Based

Management

P

ViR
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Session 3 — Results Based Management

[What is Changed?

YROFESS:

Focus on Implementation

Focus on Result

[1 / Express results from a provider’s
perspective

[1  Usually to promote or strengthen
perspective; something

[1  Training of civil servants

[J A future condition enjoyed by people an
countries, such as the Millennium
Development Goals

] Civil servants able to deliver better quality
services

[1 Rehabilitation of 350 km of road in the
province

[l Better access between urban/rural areas
in the province

[J  Support to establishment of micro-
credit schemes

[1 Increased access of the poor to digital
financing instruments (formal, informal,
micro).

NAL EMPLOYERT
PRIVATE LIMITED
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[Results\

What is a Result?

Change in a state or condition (intended or unintended, positive or negative) ..... which derive from a
cause-and-effect relationship ..... set in motion by development intervention — its output, outcome
and impact. (Harmonized Definition (UNDG)

Levels of Results

Moreover, results within the United Nations system correspond to three levels:
1. Outputs of a programme/project

2. Outcomes
3. Goal/national priority levels

What is Result Chain?

* Institutions or people do
a. something differently (behavioural change) or ;
b. something better (change in performance)

* Influence, but largely beyond the control of the program
(but presumably achievable mostly through planned
output)

» Timeframe: during or up to a few years after program.

RESULTS

Actions taken to transform
inputs into outputs

* Agroup of people or an organization has
improved capacities, abilities, skills,
system, policies or if something is built,
created or repaired as a direct result of an
organization’s support

* Are under the control of an organization
and its partners.

* Timeframe during program

Resources
Needed to carry out
activities

* long-term efforts o a programme
* Broader than the program;
progrrame only contribute to it.
* Timeframe: typically 2-5 years
after program ends.
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Theory of Change may include

The Theory of Change (ToC) is a conceptual framework that outlines the causal pathways through
which a program or intervention is expected to bring about the desired change or impact. It provides
a logical and systematic explanation of how and why the desired outcomes will occur.

The Theory of Change helps organizations and stakeholders to articulate their assumptions, beliefs,
and strategies underlying the intervention. It provides a roadmap that connects inputs, activities,
outputs, outcomes, and impacts, illustrating the cause-and-effect relationships between them. By
doing so, it helps to clarify the logic and rationale behind the program design and implementation.

Activities

Implementation

Results

The The The short- to The long-term
resources, immediate medium-term and
such as and tangible changes or overarching
funding, staff, products or results that change or
and deliverables occur as a benefits that
equipment, of the result of the the program
that are program, program. seeks to
invested in resulting from These achieve in
the program. the activities. outcomes are individuals,
often grouped communities,
- into or systems.
The specific . ) v
actions and intermediate
) R outcomes and
interventions .
. ultimate
implemented
as part of the outcomes
rogram (the desired
program. long-term
changes).
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Levels of Results

~

Change in the enjoyment of right :
by all the population Strategtc Result

1

Institutional change,

quality, coverage of service, Progr amme Results
behaviour change

I /
Products or change

directly attributable to PfQjGCt Results
projects funds and management

/
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Distinguishing Between Result Chain Actors ‘
Instruction: Label the statement action, activity result, output result, outcome result, impact result or
indicator, and write the statement number in the respective cell. Justify your decision.
Indicators to Measure
Impact
Actions Activity Results | Output Results | Outcome Results Progress towards
Results
Results
1 # of complaints made about environmental waste in neighboring communities
2 Improved knowledge and skills of m/f staff of environment department.
3 # of new national policies and regulations developed on waste management
4 Sustainable health and safety education programs designed and launched
5 Situation of Child Labour in carpet industry improved.
6 # of environmentally friendly technological innovations adopted by participating enterprises
7 Distribution of financial literacy communication materials.
8 Infant mortality decreased and number of female patient increased for personal health.
9 Personal Health communication campaign designed
10 Rate of m/f worker illnesses related to exposure to industrial waste is decreased.
11 Managers (m/f) of CSOs trained in RBM concepts.
12 New policy on girls education formulated.
13 Girls child drop in rate decreased due to awareness by local CSOs.
14 Religious peace & harmony session organized in 13 districts.
15 Community safe water points installed.

10
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Changes in Conditions

IMPACT / GOAL

Results are nationally owned.

Changes in capacity and performance of the primary duty bearers.

OUTCOME

CSOs contributes at this level.

What All Implementors Produce

OUTPUTS

Government, professionals, CSOs, Donor, Stakeholders

What All Implementors Do

ACTIVITTIES

Primarily national, often supported by the CSOs, donor and partners

What All Implementors Invest in

INPUTS

Led by stakeholders

11
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What is Results-Based Management (RBM)\

RBM is a management strategy by which all actors, contributing directly or indirectly to achieving a
set of results, ensure that their processes, products and services contribute to the achievement of
desired results (outputs, outcomes and higher-level goals or impact). The actors in turn use
information and evidence on actual results to inform decision making on the design, resourcing and
delivery of programmes and activities as well as for accountability and reporting.

By Results-Based Management Why RBM?
We Mean... Rationale & Intended Gains:
o Defining realistic results o Improved focus on results and targets
o Using indicators to monitor & evaluate instead of actions and inputs

progress towards results o Improved transparency
o Identifying and managing risks, issues o Improved accountability

and quality o Improved measurement of programme
o Integrating Lessons Learned into achievements

decisions o An evolving industry standard

o Reporting on results

So what is RBM? While there are numerous definitions, generally they agree on the following points:

= RBM is a Management process to ensure activities are being applied to the priorities of the
organization.

= RBM is management strategy by which an organization ensures that its processes, products
and services contribute to the achievement of desired results.

= RBM rests on clearly defined accountability for results, and requires monitoring and self-
assessment of progress towards results, and reporting on performance.

= RBM uses systematic tools and processes to identify what should be done and how success
will be measured.

= TBM through performance reporting and analysis, focuses on continuous learning and
improvement to the process.

Key Steps of RBM
Get it done.
How is it
What is the What are we going? Do we
current going to need to
situation? achieve? adapt?

What caused How are we What went
it? Who is going to do it? well/badly?
involved? With whom? What can we

When? With learn for next
what time?
resources?

12
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History of RBM

Peter Drucker — ‘command and control of workforce’ gave
19508 way to ‘Management’

Adoption of ‘Management by Objectives’ to motivate
1 g 6 0s a “[I 70 s staff around SMART objectives with established timelines

USAID’s LFA and GTZ’s ZOPP and the UN shift from line-
1 9 8 0 s item budgets to budgeting around objectives

1 9 9 0 s Adoption of Results-based management

Results-based budgeting [Aid Coordination Databases &
20008 Evolution of ERP Tools]

13
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Program QUIZ
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Accountability
Activity
Analytical tools
Appraisal
Assumptions
Attribution
Audit
Base-line study
Benchmark
Beneficiaries
Cluster evaluation
Conclusions
Counterfactual
Country Program Evaluation
Data Collection Tools
Development Intervention
Development objective
Economy
Effect
Effectiveness
Efficiency
Evaluability
Evaluation
Ex-ante evaluation
Ex-post evaluation

External evaluation

Feedback
Finding
Formative Evaluation
Goal
Impacts
Independent evaluation
Indicator
Inputs
Institutional Development
Impact
Internal evaluation
Joint evaluation
Lessons learned
Logical framework (Logframe)
Meta-evaluation
Mid-term evaluation
Monitoring
Outcome
Outputs
Participatory evaluation
Partners
Performance
Performance indicator
Performance measurement
Performance monitoring

Process evaluation

Program evaluation
Project evaluation
Project or program objective
Purpose
Quality Assurance
Reach
Recommendations
Relevance
Reliability
Results
Results Chain
Results framework
Results-Based Management
(RBM)

Review
Risk analysis
Sector program evaluation
Self-evaluation
Stakeholders
Summative evaluation
Sustainability
Target group
Terms of reference
Thematic evaluation
Triangulation

Validity

14
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RBM Life Cycle Approach

RBM is seen as taking a life-cycle approach. It starts with elements of planning, such as setting the
vision and defining the results framework. Once partners agree to pursue a set of results through a
programme, implementation starts, and monitoring becomes an essential task to ensure results are
being achieved. M&E provide invaluable information for decision-making, and lessons learned for the
future.

Summary of key RBM principles is to:
[1  Planning = stakeholders identify a shared vision of the goals and objectives to be achieved.

[l Monitoring = regular feedback on the progress being made towards achieving the goals and
objectives is obtained.

[l Evaluation = rigorous and independent assessment.

MoniTORING

[l Reporting = result and evidence and facts based reports and documents.

15
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Session 3.1 -RBM in Planning

Developing Indicators?

A quantitative or qualitative variable that allows the verification of changes produced

by a development intervention relative to what was planned

(UNDG Harmonized Terminology, 2003)

IN OTHER WORDS, ....
Means of measuring what actually happens against what has been planned in terms of quantity,

quality and timeliness, for every level of result.

Purpose of Indicators

Indicators ‘indicate’ that change is happening or not

happening.

o Clarify the scale and scope of a result in the results framework

o Demonstrate progress when things go right

o Provide early warning when things go wrong

o Assist in identifying changes that need to be made in strategy and practice
o Inform decision making

o Facilitate effective evaluation

16
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Difference between Indicators & Results

Indicators and results are both important concepts in the context of monitoring and evaluation,
particularly in Results-Based Management (RBM). While they are related, there are key differences

between them:

Indicators:

Indicators are specific and measurable variables
or measures that provide evidence of progress
or achievement towards a particular result or
Indicators are used to track and
monitor changes and provide data for assessing
performance and measuring results. They serve
as quantitative or
against which progress and success can be
measured.

outcome.

qualitative benchmarks

Results
Results are often classified into two categories:
Outputs: immediate and
tangible products or deliverables of a program.
They represent the direct results of program

Outputs are the

activities and interventions.

Outcomes: Outcomes are the broader and
longer-term changes that occur as a result of
the program.

For example, if the result or outcome being measured is "Increased literacy rates," the

corresponding indicator might be "Percentage of population with basic reading and writing skills."

Types of Indicators

QUANTITATIVE QUALITATIVE

[ Factual (yes/no) Existanse (yes/no)

[1 # of government officials trained

[1 # of regional networks on aid effectiveness
created

[1 % of government budget devoted to social
sectors

[1 % of population with access to basic health
care

[1 Ratio of female to male school enrolment

[1 Involve people’s perceptions about a
subject

[1 Process, Behavioral and Attitudinal
changes

[J Quality of, extent of, degree of...

EXAMPLE

[1  85% of government schools in project area
establish school management committees

EXAMPLE

[J Quality of education as perceived by men
and women

[ Extent to which women councilors affect
decision making at local council level

APLOYER

17
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What are Good Indicators?

@

| —

SPECIFIC
B In terms of quantity, quality, time, location, target groups,
baseline and target for the indicator

MEASURABLE
B Will the indicator show desirable change?
B [sitareliable and clear measure of results?
B |[sit sensitive to changes in policies & programmes?
B Do stakeholders agree on exactly what to measure?

ACHIEVABLE
B Are the result (s) realistic and based on risk assessment,
partnership strategy and other factors contributing to the
underlying result

RELEVANT
B [sit relevant to the intended result?
B Does it reflect the expectations and success criteria for
change in the target groups?

TRACKABLE/TIMEBOUND
B Are data actually available at reasonable cost & effort?
B Can proxy indicators be used?
B Are data sources known?
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]Indicators Validation Checklist\

i Indicator Yes ‘ [\ [o}

1 | The definition of indicators has involved those whose performance
will be measured.

2 | Those whose performance will be judged by the indicators will have
confidence in them.

3 | The indicator describes how the achievement of the result will be
measured.

4 | Each and every variable included in the indicator statement is
measurable with reasonable cost and effort.

5 | The indicator is clear and easy to understand even to a layperson.

6 | The indicator lends itself to aggregation.

7 | The indicator can be disaggregated by sex, ethnicity or social
condition.

8 | A baseline current value can be provided for each and every variable
in the indicator statement.

9 | There is a target during a specified timeframe for each and every
variable in the indicator.

10 | The indicator is not repeated in any of the results below or above the

results framework.

19
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Assumptions and Risk

Assumptions
are the variables or factors that need to be in place
for results to be achieved. Assumptions can be
internal or external to the particular programme or
organization.

In a reproductive SRH health service programme, an
assumption might be that there are adequately
trained personnel and extension services.

In a SRH campaign project, a higher number of female
visitors among the rural population is expected to
visit the health centers, an assumption would be that
health actually operational
infrastructure are in place so that the population can

centers are and

reach health centers after the awareness campaign.

Risk
corresponds to a potential future event, fully or
partially beyond control that may (negatively) affect
the achievement of results. Since potential impacts
can be both posi- tive and negative, some agencies
have chosen to widen the definition of risks to
include both threats that might prevent them from
achieving their objectives and opportunities that
would enhance the likelihood that objectives can be
achieved. Such a definition has the advantage that it
enables a more balanced consideration of both
opportunities and threats, thereby promoting
innovation and avoiding risk aversion.

In the context of election support programme, a
potential risk may be that rising ethnic tension and
violence in rural areas may make people reluctant to
travel to voting centers on election day.

On the other hand, a potential decision by the
government to double the number of voting centers
would represent a significant opportunity to increase
participation since travel distances may be reduced.

Risk Matrix

Risk Likelihood of Risk (L, M, H)

Impact of Risk (L,M,H) Risk Mitigation Strategy

Result

Risk

Programmes and projects are expected to manage the risks related to their programme and project.
The following are a range of risk mitigation strategies that may be considered:

= Prevention: Prevent the risk from materializing or prevent it from having an impact on

objectives;

= Reduction: Reduce the likelihood of the risk developing or limiting the impact in case it

materializes;

= Transference: Pass the impact of the risk to a third party (e.g., via an insurance policy);

= Contingency plan: Prepare actions to implement should the risk occur;

= Acceptance: Based on a cost/benefit analysis, accept the possibility that the risk may occur
and go ahead without further measures to address the risk.

APLOVER
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Baseline

[1  Abaseline is the situation just before, or at the outset of a new program, project, service or operation
against which progress can be measure or comparisons can be made as part of monitoring and
evaluation.

[l Effective monitoring is nearly impossible without an established baseline.

Targets

A target is an explicit statement or result derived for an indicator

over any specified time period (to be provided at the level of
output, outcomes and impact).

EXAMPLE: THE HIERARCHY OF RESULTS IN UNDP CONTEXT

NATIONAL ™.
N IMPACT -
N

UNDAF outcome \  Humm rights

\  better profectsd -
Country programme By 2009 laws ave “ :
outcome havmonized with |
E UN fegal
enraee Enhanced legal instruments J
R T framework. in !
A place and being /
| 7 Project Output mmm ,/
1 : ;
\ Revlsed dreft fave 7 st " ,/
\ ' ’
’
..... ,
”
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Session 3.2 —’RBM in Managing‘

The ‘M’ in RBM is often overlooked. Yet without good management it is unlikely that results will be
achieved. Managing effectively for better results requires the flexibility to change strategies and
activities if and when needed. It also means using a team-based approach to ensure that all
stakeholders concur with any proposed changes or actions. Good management ensures that results
matrices are updated at least once a year with the agreement of all stakeholders.

Key Challenges and Overcoming Strategies

Defining realistic results Make results commensurate with available resources and reach.

Key Challenges to RBM \ Strategies To Overcome The Challenges
Use RBM at each stage of a programme and project

Developing a results-based culture
cycle, and reward results performance.

Reporting on results or the effects of completed Practice writing results based reports comparing
activities vs. reporting on activities them to your previous type of reporting.

Ongoing support, training and technical assistance in |Establish RBM focal points and coaches, and organize

RBM training workshops.
Underline the difference between outputs and
Moving from outputs to outcomes outcomes and reward performance that manages for
outcomes.

Ensuring a cause and effect relationship and coherence
between programme outputs and agency/UNDAF Be realistic with the definition of results so that
outcomes and national goals. outputs and outcomes can be realistically achieved.

Managing Outcomes

An important dimension of the project is managing outcomes. While the planning phase with
government stakeholders and United Nations agencies serves to prepare a framework for joint
collaboration, more attention needs to be placed on managing and monitoring outcome results. Flow
and consistency of results should be maintained among the various programming instruments,
including programme documents.

Action Plan, programme action plans, and other operational plans down to annual work plans. It needs
attention in each project meeting. It involves:
= Monitoring financial commitments
= Monitoring the completion of major activities and the achievement of outputs
= Tracking that they are contributing to outcomes
= Supporting government efforts to monitor outcome indicators - many of which should be
aligned with indicators in the national development framework
= Reflecting on the key assumptions and risks which underpin the project design and which
are necessary for the achievement of outcomes
= Using this evidence to engage more regularly and effectively with national authorities and
actors to discuss program performance and how to better align it with government
resources for greater effectiveness.

APLOYER
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Output/Outcome Management Checklist \‘\Q

How Often Do you Do That?

| Sr. Indicator Never Once  Periodiically
Planning
1 | Scoping the project (goal & objectives setting; deliverables
definition)
2 | Planning Process

3 | Monitor basic activities of the planning process

4 | Creating the work breakdown structure and task
decomposition
5 | Estimating time and effort

6 | Scheduling tasks and setting milestones

7 | Costing and resourcing the project

8 | Analyzing risks and creating risk mitigation strategies

9 | Setting roles and responsibilities for project stakeholders

Implementation Process
10 | Resources (time, people, money, technology, information)
allocation and distribution

11 | Meeting milestones

12 | Budgeting and Cost Control

13 | Task management

14 | Quality assurance and control

15 | Staff training and team support

16 | Assess effectiveness & efficiency of communication system

17 | Measure functioning and team commitment

Monitoring & Evaluation

18 | Project progress at each stage

19 | Efficiency of decision-making processes

20 | Activities of the management/authority structures

21 | Efficiency of risk mitigation strategies

22 | Budget expenditure

23
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Session 3.2 — RBM Monitoring

Monitoring is an important task in the life of a programme or project. It involves regular and
systematic assessment based on participation, reflection, feedback, data collection, analysis of actual
performance (using indicators) and regular reporting. Monitoring makes it possible to gauge where
programmes stand in terms of international norms and standards. It helps the project team to
understand where programmes are in relationship to results planned, to track progress (on the basis
of intended results and agreed indicators), and to identify issues and analyze relevant information and
reports that become available as implementation occurs. The project management also monitors to
fulfill accountability requirements; communicate, review and report results to stakeholders; adjust
approaches to implemen- tation if necessary; and inform decision-making. Monitoring feeds into
evaluation and real-time learning.

'WHY? WHEN?

Purpose for Monitoring, is...

to systematically
check on a condition
or set of conditions

to keep an eye on progress
to ensure that results
are likely to be reached

to provide the basis
for making decisions
and taking action

to alert to problems
so that corrective actions
can be taken

to adjust specific
objectives
and revise the work plan

to identify shortcomings
before it is too late

24




Different Levels of Monitoring
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- 2/
INPUTS actwviries = ouTPUTS o;:’rgggs/ \
i . |
Staff, Steps taken What the change in the \|
\ equipment, toimplement . project rigmgs of the {
maney project Y - produces \___ Ppopulation ,f

Outcome Monitoring

Objective - Track changes from baseline conditions to desired outcomes
Focus: Outputs, programmes, partnership, soft assistance
Methodology: Analysis and comparison of indicators

Actors: Programme Manager, Project Manager, key partners

Use: Alerts to problems, corrective actions, accountability

I o A |

Performance Monitoring

" Results not achieved on time, ™, ' Gonls Long-term, widespread improvement in
____ Bad quality of outputs {impace) | society

Focus on monitoring *

/\ Outeomes | Intermediate effects of outputs
but.. S Outputs Products and services produced
]

Task to transform inputs in outputs

- - " -
( Delay in implementation, Y
- Misuse of resources... 2
R L

Financial, human and material resources

Keep an eye on implementation




Monitoring Tools & Trackers
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The results matrix can be used in a number of ways. It serves as:

1. Inputs trackers: supply delivery, human resources, financial resources reports...

2. Implementation trackers: time tables, work plans, issues log, disbursement, progress
reports, spot-checks...

3. Quality trackers: quality log, lesson learnt log, field visits...

4. Outputs delivery trackers: risk log, surveys, field visits, implementing partners meetings,
donor reports, annual review, ROAR...

5. Outcomes trackers: surveys, studies, reports review and analyses, stakeholder meetings,
mid-term evaluation...

Developing Monitoring Plan

The methodology for baseline collection and M&E plan indicators need to be considered. The methods
used depend on the time and resources available and the depth required to adequately complete the
monitoring or evaluation of the programme or project.

The M&E plan is developed through consultation with partners, the government,
donor agencies, local stakeholders and, when possible, beneficiaries. Inclusion of

wide range of stakeholders — particularly the rights-holders — ensures the M&E
plan is realistic and feasible.

Monitoring Methods

) Panel surveys
Key °
informant One-time
. - interviews survey
Conversation ° °
with H
concerned Review of |
individuals official records: Direct
o (management | observation
information ? Census
system and | °
'Cumu‘nuu ty ill,l'lli!\\bl!{lliVI;. Focus group : : ! Field
interviews data) interviews experiments
[+] o H
0 ? o
H Participant i
| | observation H . .
Field visits ° Questionnaires
H H : o H
i i ; i | i
. . . . . 0 . . . . .
Informal and less-structured methods ( ) Formal and more-structured methods

MPLOVERS
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Which Tool Have you been Using

Semi-structured

interviews

Result

Focus groups

Surveys and

questionnaires

Workshops and

roundtables

Field visits

Testimonials

Scorecards

Referencing
existing reports
from government,

donor or partners.

Any other tool.......

27
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Session 3.4 — RBM in Evaluation

Evaluation is an essential step in the RBM life cycle. Evaluation is an assessment, as systematic and
impartial as possible, of an activity, project, programme, strategy, policy, topic, theme, sector,
operational area, institutional performance, etc. It focuses on expected and achieved accomplish-
ments, examining the results chain, processes, contextual factors of causality, in order to understand
achievements or the lack thereof. It aims at determining the relevance, impact, effectiveness and
sustainability of the interventions and contributions of the project or program.

An evaluation should provide evidencebased information that is credible, reliable and useful, enabling
the timely incorporation of findings, recommendations and lessons into the decision making processes
of the organizations its management, members and stakeholders®.

It is important to distinguish the role of evaluation in RBM in the following two aspects:

[1 asa critical management tool for achieving better results; and
[1 asa quality assurance tool during RBM processes.

Evaluation has three key fuctions:

Programme Improvement
Evaluation is a management tool
for achieving better results.
Evaluation provides decision-
makers with evidence and
objective information about
performance and good practices
that can help them to improve
programmes. Evaluation allows
managers to make informed
decisions and plan strategically.
The ability of organizations to
carry out credible evaluations and
use them to make informed
decisions is critical when
managing for results with a goal
of improving development
effective- ness. The focus is on
what works, why and in what
context. Decision makers use
evaluations to make necessary
improvements, adjustments to
the implementation approach or
strategies,
and to decide on alternatives.

Accountability
Objective and independent
evaluations help United Nations
organizations
to be held accountable to their
governing boards, donors,
governments, national partners,
the general public and
beneficiaries. An evaluation
determines the merit and quality
of an initiative or programme. An
effective accountability frame-
work requires credible and
objective information;
evaluations can deliver such
information.

Organizational Learning
Evaluations build knowledge for
institutional learning, policy
making, development
effectiveness and orga- nizational
effectiveness. Evaluations are not
an event, but part of an ongoing
exercise in which different
stakeholders participate in the
continuous process of generating
and applying evaluative
knowledge. An evaluation
framework that generates
knowledge, promotes learning
and guides action is an important
means of capacity development
and sustainability of results.

! excerpt from UNEG Norms for Evaluation in the UN System, 2005, (p. 4)
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Focus of Evaluation

* Was resources used
in the best possible

way?
Why or why not?
What could we

* Is what we have

done a good idea in :a“": d°39t : ::I:i:":ir:::sitive
i i Ifreren 0
terms of improving st Iy e et
the siwtion?’ implementation, of the project after
* Was it dealing with e e the project funds
the priorities of the impact, at an run out in four or
target groups? acceptable and five years?
* Why or why not? sustainable cost? * Why or why not?
m Sunainability
* Have the plans + To what extent has
{purposes, outputs the project
and activities) been contributed
achieved? towards poverty
+ Was the reduction (or other
intervention logic long:-term goals)?
o8 * Why or why not?
correct? + What
* Why or why not? unanticipated
* Was what we have positive or negative
done the best way consequences did
to maximise the project have?
impact? + Why did they
arise?
Performance Evaluation
=+ What has been achieved as a result of the
?
Goals ofufthmes‘ (e.g., to what extent are NGOs more
ﬂm pld) effective)
8 M/ What contribution have been made to the goal?
Are there any unanticipated positive or negative
* impacts?
| Outcormes .
»  What has been achieved as a result of the outputs?
* (e.g., extent to which those trained are effectively using
new skills)

§ < | Outpuis
‘— *  What have we delivered as a result of project

f activities? (e.g., number of people trained)?
Activities
*  What have we actually done?

What has been learnt that can contribute
to improve implementation or to build relevant fields of knowledge?
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Who Can Evaluate?
[1 Self-Evaluation - involved in the intervention

[l Internal Evaluation - not directly involved, reporting to donor, partner or implementer

[l Participatory Evaluation - different donors and/or partners agencies, stakeholders,
beneficiaries

[1 Independent Evaluation - independent from design and implementation

[l External Evaluation - outside of donors and implementers

When to Evaluation?

[1 Planning - Pre-implementation Evaluation

[1 Implementation - Ongoing or Mid-term Evaluation

[1  Completion - Project Completion or Post-implementation Evaluation
[1 Reporting and Communication — End-ine Evaluation or Impact Assessment

How to Use an Evaluation

What information is needed?
[1 the relevance of intended outputs or outcomes and validity of the results framework and
results map
the status of an outcome and factors affecting it
the effectiveness of the UNDP partnership strategy
the status of project implementation

O ooao

cost of an initiative relative to the observed benefits
[1 lessons learned
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Who will use Evaluation Information?

The intended users of an evaluation are those individuals or groups who have a vested interest in
the results and who are in a position to make decisions or take action based on the results. Users
of evaluations are varied, but generally fall within the following categories:

[1  Program management and programme or project officers, as well as others involved in
programme or project design and implementation

[1 National government counterparts, policy makers, strategic planners

[1 Development partners

[J  Donors and other funders

[1 The general public and beneficiaries

[1 United Nation agencies’ Executive Board and other national oversight bodies
How the Information be Used?

[1 design or validate a development strategy - make mid-course corrections

[1 improve project or programme design and implementation

[1 ensure accountability

[1  make funding decisions

[1 increase knowledge and understanding of the benefits and challenges of development
programme and projects intended for the enhancement of human development

Source: adapted from the Handbook on Planning, Monitoring and Evaluating for Development Results, UNDP, September 2009
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Inter-Linkages and Dependencies between
Planning, Monitoring and Evaluation?
[l Without proper planning and clear articulation of intended results, it is not clear what
should be monitored and how; hence monitoring cannot be done well.
[l Without effective planning (clear results frameworks), the basis for evaluation is weak;
hence evaluation cannot be done well.
[l Without careful monitoring, the neces- sary data is not collected; hence evaluation cannot
be done well.
1 Monitoring is necessary, but not sufficient, for evaluation.
1 Monitoring facilitates evaluation, but evaluation uses additional new data collection and
different frameworks for analysis.
[l M&E of a programme will often lead to changes in programme plans.

This may mean further changing or modifying data collection for monitoring purposes.

The intended use of an evaluation determines the timing, its
methodological framework, and the level and nature of stakeholder

participation. Therefore, the use has to be determined in the planning

stage of the process.

2 Source: Adapted from UNEG Training— What a UN Evaluator Needs to Know?, Module 1, 2008.
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Session 3.5 — RBM in System

Every CSO need to ensure that an effective M&E system is in place to monitor and evaluate its work
prior to the implementation of programmatic work. In practice, monitoring has to be considered and
initially planned in the planning and analysis stages when key issues such as data, national M&E
capacities and stakeholder needs and engagement are first encountered. It is best to develop M&E
plans at the beginning in the project development process and then gradually strengthen them as the

project moves on to implementation stages.
A number of tasks fall under the purview of these inter-agency outcome/M&E groups, including:

= Meet regularly with partners to assess progress;

= conduct coordinated joint monitoring missions as appropriate;

= Report regularly on the above and to bring objective monitoring evidence, lessons learned
and good practices to the attention of policy-makers;

= Conduct and document annual progress reviews of the program/projects, using the M&E
plan as a framework.

= the program management can itself support group members in fulfilling these roles by:

o recognizing their inter-agency responsibilities in assessing performance at the outcome
level; and

o ensuring that M&E groups have resources, technical and secretariat support.
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Session 3.6 — RBM in Reporting

Results-based reporting is one of the key challenges of RBM. All too often reports do not adequately
tell the story of the effects that interventions are having. Results-based reporting seeks to shift
attention away from activities to communicating important results that the programme has achieved
at the level of norms and standards in relation to national commitments to international treaties and
human rights instruments.

What is not reported did not happen.

In writing the results story, the CSOs should:
[J describe what was achieved and list the
indicators of success; :
[J compare actual results with expected results; 5“‘““” M""%
[1 quantify achievement whenever possible
against a baseline;
[1 illuminate findings with quotes, testimonials,

photos, etc;
EFFECTIVE

[1 explain the reasons for over or under
REPORTS

achievement;

[1 highlight any unforeseen problems or
opportunities that may require new
strategies or a redesign of the initiative;

[1 tell the story of how the results were
achieved, and highlight when there is
potential for wider learning of lessons;

[1 recognize the involvement of others (partners,
stakeholders, rights-holders) and assign a degree
of attribution, if possible;

[1 ensure there is sufficient data to describe the
effects of activities undertaken.

By presenting credible, reliable and balanced information, the project team will be able to produce
an effective resultsbased report. An effective report can also be one that highlights challenges and
areas of inefficiency and poor results. Quality criteria for results reporting include the following five
areas:

1. Completenes
Balance (good and bad)
Consistency (between sections)
Substantiveness and reliability
Clarity
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Make objective clear.
Avoid complex words & phrases.

Keep it clear and to the point.
Avoid filler words & sentences.

Be specific not vague.
Use facts and figures to support your message.

Try to avoid typos. Use correct facts and figures.
Use the right level of language.

Does your message make sense?
Ensure it flows logically. Avoid covering too much.

Does the message contain everything it needs to?
Include a call-to-action.

Being polite builds goodwiill.
Ensure message is tactful.
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Example of UNDAF Results-Based Report e

OUTPUT INDICATORS BASELINE TARGET END-LINE DATA

Overall progress on UNDAF outcome (including assessment of key strategies, their effectiveness and lessons
learned):

Greater access and equity in health services for adolescent and vulnerable groups. While the programme is in its initial
phases, preliminary results look promising. Data collection around the access and equity on health services is showing
a 5% increase per year. Special efforts have also been made to ensure that marginalized groups - like indigenous
women and men and adolescent boys and girls - have greater access to health services. The special programme tar-
geting adolescent youth and reproductive health with outreach and theater has been very successful in promoting the

importance of reproductive health.

Output 1:
Strengthened national capacity to develop and implement a human resource development plan for safe

motherhood, within the national human resource development plan.

1 Human Resource development
plan for safe motherhood
developed

[1 Comparison of new
development plan with
the old development

O

Assessment in |
3 provinces of HR
situation in regard to

Human Resource
Development Plan is
developed and the

] # of people trained plan safe motherhood. report is available.

1 30 menand 70 1 Atthe end of year two,
women target was achieved.
professionals
trained.

Overall Progress for Output # 1 (including assessment of key strategies, their effectiveness and lessons learned):
The National Human Resource Development Plan for Reproductive Health with a focus on Safe Motherhood Initiative
for 2008-2020 developed with technical assistance of UNFPA along with other stakeholders. An implementation plan
for the National Human Resource Development Plan was also developed with the participation of various
stakeholders which has led to increased commitments from civil society and government ministries. Implementation
of the Human Resource Development Plan is progressing well and there is beginning to be an increase in use of

adolescent sexual and reproductive health services.

Output # 2:
Strengthened reproductive health information and services for young people within the context of the national

adolescent health strategy.

[ Life skills education incorporated [[] 0 1 1
into the adolescent health 1 0 | 70% of youth ] 60% of youth satisfied
strategy. (M) satisfied with health services
[ Satisfaction of youth with (] 2models 1 2models

reproductive health information
and services.

] Models for strength- ening
reproductive health and
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OUTPUT INDICATORS BASELINE TARGET END-LINE DATA

HIV/AIDS information and ser-
vices for out-of-school young
people created.

Overall Progress for Output # 2 (including assessment of key strategies, their effectiveness and lessons learned):
Young people’s multisectoral needs, rights and necessary reproductive health related health skills have been
incorporated into the adolescent health strategy, which is being finalized in 2009. Similarly, two models for adoles-

cent sex and reproductive health information dissemination have been developed, which are currently functioning

and operational. A survey of adolescent youth reveals about a 60% satisfaction level with the new health information

and services in place. Youth made recommendations to increase the extension services available to them. Both the
models are being handed over to the respected ministries — the Ministry of Public Health and the Deputy Ministry of

Youth Affairs - with the goal of scaling up these efforts in multiple provinces.

Output # 3.....
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Session 3.7 — RBM in Learning, Adjustment &
Decision Making

Like all management systems for planning, as M&E becomes more results based, it is expected that
the process of implementation will lead to greater learning, adjustment and decision making. This
continual process of feedback and adjustment, seeks to make programmes more responsive to the
environment within which they operate.

A number of mechanisms can be put into place to ensure this, including:

=  Establish and support data collection and analysis at the community level

= Utilize biannual meetings and yearly reviews to review