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Strengthening  Monitoring and Evaluation
Author’s note

It is a pleasure for me to have put together some thoughts on the subject of monitoring and evaluation, an understated issue in the development planning and management, both at national and organizational level

The article describes the concept of M&E system and the process through which foundation of an effective M&E system could be laid in development sector organizations. Its main focus is on management rather than technical issues such as M&E tools or research instruments.  However, it highlights the need and usefulness of setting M&E standards and automation through MIS for strengthening the M&E system at an advanced stage of system development subject to affordability and capacity.

The article is an effort to formulate and express management concepts based on contemporary theories and personal experiences over a decade. It also contains some common terminology used in this area of work. There is a limited bibliography consisted of publications and documents that have been reviewed and consulted in writing this article.  I wish to thank all those writers, M&E experts and professional managers, whose ideas have founded the very basis of this document.  Any inconsistency or error in the interpretation of concepts is fully owned by me.

I avail this opportunity also to extend my deep gratitude to Mr. Ludovick Shirima, Coordinator of Poverty Analysis Community at World Bank, Washington, for his invaluable guidance in sifting ideas and improving the earlier drafts throughout the writing process and for editing the final draft of the article.
I am grateful to Mr. Kamal Hyat, the PPAF CEO for reviewing the final draft and for his encouragement to finalize the document.
Hopefully, the article would provide some guidance to development managers and implementers on the subject who are welcome to add more ideas from their own experiences to refine the concept for users’ benefit. 

Khadija Khan
Preface

Khadija Khan joined The Pakistan Poverty Alleviation Fund as General Manager Monitoring, Evaluation and Research on October 16, 2001. Ever since she has been actively involved in improving the methodology and technical competency of her staff for maximizing results and performance.
I was pleasantly surprised when she brought to my attention the work that she had undertaken on the subject of monitoring and evaluation, and requested that I should review her final draft.  It is a tribute to her efforts that apart from minor issues and perhaps the missing linkage of interconnectivity of monitoring and evaluation with the subject of research it remains an excellent endeavor.
The principal aim of the author in putting together this work is to share her experiences and thoughts with other practitioners and development managers. The author hopes that by this process of sharing a better understanding of issues related to monitoring and evaluation will find root and substance.  I congratulate Khadija Khan for sparing the time to prepare this document which provides practical guidelines for all those organizations engaged in improving or setting up their Monitoring and Evaluation systems.

My thanks to Mr. Ludovick Shirima, Coordinator of Poverty Analysis Community at World Bank Washington for his assistance and guidance to Khadija Khan in helping and guiding at the initial stages.  Additionally, our gratitude to Mr. David Marsden whose earlier mission visits as member of the World Bank Team first highlighted the importance of qualitative indicators and outcomes as opposed to quantitative achievements.
I would suggest that this well thought out paper be translated at least in Urdu and where possible in other vernacular languages of the country.

Kamal Hyat
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Strengthening of Monitoring and Evaluation System

1.
 Introduction

Development needs in poor countries are tremendous demographically, geographically and in terms of key social, economic and political issues. Some of them arising international concerns such as primary education, mother child health care, HIV aids, poverty, income inequalities, gender and development, governance and human rights.  The quest for development becomes more elusive in countries where there is high dependency on foreign aid and lopsided budgetary allocations due to debt servicing. Governments are trying to address these problems through pro-poor growth strategies and reform policies, however, non-committal bureaucratic system, political instability and budgetary constraints create an obstacle in the pursuit of development.    

Despite the above-mentioned inherent shortcomings, efforts are continuously being made to carry out development work as part of national planning year after year.  At any given moment, a number of initiatives are being undertaken by the governments with the assistance of international agencies to address the above stated issues. Particular emphasis is placed on reducing debt burden to unlock financial resources from heavy debt servicing for social and economic development.  Priority is given to building national assets, introducing public sector reforms and achieving consistency in policies and programs.  Besides, issues specific to education, health and human rights are being addressed in countries to give an impetus to development

 Such a diversified range of issues needs a comprehensive development program with substantial resources to reach out communities across country.  Similarly a complex institutional framework is required to implement the program.

Most National Development Programs are being planned through centralized planning process at Planning Ministries and Departments together with the Ministry of Finance and respective ministries in close consultation with funding agencies and International Financial Institutions (IFIs). Programs are executed by respective ministries or departments and implemented either by their line departments at regional level or by sourcing out projects to contractors, private service providers and non-government organizations.  There are areas where specialized agencies exist while in others there is competitive bidding among service providers.  A range of social services is being delivered by the governments as part of their public works and social development programs, however the large volume of work in the development sector, makes it difficult for the governments to shoulder total responsibility alone.  Therefore, private sector and non-government organizations become close partners in carrying out the task. Notwithstanding the fact that a large part of development funding is channeled directly to Non-governmental Organization (NGO) sector by international and UN Agencies, which is difficult to track down and whose outcome or impact is not traceable at the national level. It created a parallel system of service delivery in the development sector.

There is a general perception that sufficient efforts have not been made to consolidate the development work at the national level, in particular documenting flow of funds to NGO sector as well as overseeing and synchronizing operations for drawing optimal results. Hence the sector is becoming lopsided with varying degrees of emphasis on issues directly associated with availability of funds.  Due to ideological and political differences with the government, lack of professionalism and training and lack of accountability, the NGO sector’s efforts are not vibrant enough to cause a change. 

This article is focused on issues related to monitoring and evaluation of development programs at unit level and proposes measures to strengthen the system for addressing some of the critical issues.  It is divided into six sections each covering a specific theme as part of the strengthening process.  
2.
Issues in Development Planning, Monitoring and Evaluation 
in the Social Sector
Among other planning and implementation weaknesses, one significant shortcoming is the absence of an efficient and effective M&E system to keep track of development programs and gauge its performance at various stages of implementation essentially to ensure delivery of quality service to the community and provide feedback to planners for the future.

Before going on to describe the system, it would be useful first to define the two key words: Monitoring and Evaluation, their nature, purpose and use in development program management. Monitoring is basically an on-going activity to track down progress of work in respect of planned activities. It allows frequent access to information through an interaction with communities as well as between functional and managerial staff in an organization.  Evaluation on the other hand is a periodic activity, which gets its input partly from regular monitoring and partly from a planned review at particular intervals. Whereas monitoring gives an overview of progress and direction, evaluation gives an overview of accomplishments and performance up to that point in time.  It is to be noted that distinguishing between monitoring and evaluation does not mean to disintegrate them.  In fact the two functions, their intended output and use in management decision making is strongly interlinked and complementary.
Technically, the M&E system is supposed to be a part of the national and organizational planning, however, lack of emphasis has somewhat sidelined this function, restricting it to periodic reporting in many forms and shapes with fancy presentations of figures and graphics and without thorough analysis and future guidelines.  As a result, planners are left to guesswork whether to build upon the existing work or introduce a shift in policies and programs. 

At micro level, many organizations also underestimate the importance of regular monitoring and evaluation in their development operation.  The thrust of work is normally on project development and implementation in areas where funding is available through national or international sources.  The process is activity oriented which could be mistaken as an indicator of achievement by a cursory onlooker. In most of the cases, regular progress reporting is also conducted for donors’ purposes that gives an account of activities undertaken and immediate outputs, but misses out on qualitative information as to whether the objectives of the program are being achieved or fall short at the end of the project.  Neither does it integrate into the over arching national development objectives. Such piece meal and sporadic work could be turned into a highly productive activity if properly integrated into national development plan and accounted for in the national efforts while keeping its independent outfit and drawing acknowledgement for its performance and contribution.  

In the coming sections, the focus of discussion is on the characterization and establishment of an M&E system that is able to work efficiently at the unit level in development programs as a building  block of a national M&E system.

3.
Characterization of an M&E System

Monitoring and Evaluation is a critical function of management in any development program in an organization. It starts right from the planning stage of the program cycle.  In particular, country programs aimed at addressing key social and economic issues through a combination of macro-micro interventions require a comprehensive multi-level M&E system to ensure an effective policy implementation, efficient delivery of services with intended outcome and sustainability of program benefits to community leading to change envisaged in the plan.  This may not be possible without systematic monitoring of input/output and processes and periodic evaluation of outcome and impact at various levels.  Simultaneously, making an effort to document the experience, conduct operational research and develop conceptual basis of interventions to create new knowledge on issues.

M&E is an essential process of organizational basic support system that could provide valuable information on the ongoing operations of the organization and on relevant program issues for the management, particularly the program development officers to make accurate and timely decisions. Normally, managers and program officers do carryout some monitoring activities as part of their overall work and from time to time evaluate their operations. Such reports make the basis for further review and research into specific areas by the M&E section and personnel.  BY synthesizing and collating information, the M&E section is expected to come up with analysis and conclusions for use in planning and quality decision-making by the organization.  
The system performs four primary functions:

· Identification of facts

· Reflection upon facts

· Interpretation and analysis

· Proposing alternative action 

By screening through information, the system identifies facts critical to the core operation of the organization.  It puts these pieces of information together to create a picture or a reflection of what is going on.  Through analysis, it gives this reflection the meaning relevant to development managers who would further investigate to obtain alternate actions in various scenarios.  

A mature and sustained M&E system has the potential to lead the organization towards meeting its responsibilities and achieving its goals, even when faced with socio-political crises that mar the development sector so often.  It works as a warning system as well as a safeguard against organization’s vulnerabilities. 

The conceptual design of an M&E system is supposed to address the issues with regard to the objectives of the system, the competent authority, credibility of information, its management, dissemination and recycling into the planning process with special emphasis on community participation. 

Box No. 1
	Key elements of an M&E system design


	The key elements of a well conceptualized and structured design include the following:

· Objective(s)

· Targets

· Competent authority/authorities

· Levels

· Functions

· Methodology

· Values
The objectives relate to what the organization intends to accomplish through the M&E system, while targets are the specific outputs produced by the system on completing its cycle, or a phase thereof.  The competent authority is the body mandated to undertake M&E function.  Levels relate to organization’s structure such as:

Organizational levels:        
· Board of Directors / General Body 

· Head Office 

· Regional Office 

· Field Unit 
Operational Levels:

· Organization

· Program 
· Project  

· Community  
M&E functions are the tasks which at each level vary; so do responsibilities and the degree of authority.  Methodology states the way M&E function is conducted to achieve organization’s objectives. It consists of a set of procedures, techniques and tools. Values state the cultural norms prevailing in an organization such as hardwork, honesty, transparency, commitment and so on that give the organization an identity.


The M&E system looks at the organization’s strategic and operational goals as well as its own objectives being pursued and attained on regular basis. It can be applied in a comprehensive or a concise manner depending on the size of the organization, its nature and volume of work and priorities in issues. The most important point is the recognition of the true role of the M&E. 

It is observed that due to its misconceived role as a policing function, M&E is being bypassed to avoid internal conflict in organizations.  The responsibility partly lies with the very people who are assigned the tasks of Monitoring and Evaluation.  Their authoritative mannerism due to having  possession of critical information and knowledge about specific operations creates a sense of insecurity among the program sections whose performance is generally evaluated on the basis of short term achievements related to delivery of input/output, meeting projects objectives, timeliness and resource management.  

This issue is being addressed in the coming sections in the context of orientation and training of staff, integrating M&E function into planning and most of all building M&E culture in the organization.

4.
Strategy for Strengthening M&E System 
The strategy for strengthening M&E system focuses on three aspects: 

· Taking stock of situation to identify Scenario for determining strengthening needs; 

· Deciding upon critical steps to be taken for meeting the above needs in the form of a plan of action and implementing the same 

· Defining roles and responsibilities of people at various levels in the organization and building capacity for discharging roles effectively 

An effort is made to explain some possible scenarios and critical steps needed to enhance the role of M&E in organizations.  
4.1
Possible M&E System Scenarios in Organizations

Four common scenarios are observed in organizations. In the first scenario there is no elaborate system but the M&E function is being well carried out as part of management. The second scenario is where an elaborate formal M&E system is present and well-functional.  In the Third scenario, a system is present but not functional while in the fourth scenario a system is operative but for the wrong reasons.

The distribution of work in organizations is such that the top management has the responsibility for overall planning and setting direction while the middle management has the major responsibility for program development, preparation of Plan of Operation, its implementation monitoring, evaluation and reporting as well as management of information.  In some organizations, planning is delegated exclusively to M&E section that may take the lead in initiating all related activities and processes and preparing plans. In other cases, planning is not an exclusive function of M&E section, but conducted by senior management with staff participation.  This is done to avoid M&E overtaking the task of planning altogether which may undermine the participatory planning process and encourage power concentration in a particular department in the organization.  Thus a more balanced approach is required to ensure involvement of M&E section in planning both at program/project level and at organizational level without compromising on democratic norms of the organizations. 

The above scenarios are characterized in the following chart.

Chart No. 1:
Four Scenarios on M&E System in Development Sector Organizations

	Scenario – 1: Informal M&E System

	· The concept of M&E is known in the organization

· There is no specific mandate with regard to M&E 

· There is no section / person(s) assigned M&E tasks, however managers or staff members are conducting M&E activities within limited scope of work and using information and analysis for guidance

· M&E procedures, tools and techniques in use are not standardized

· Reporting is done and information shared in limited circles 
· Financial support is made available

	Scenario – 2: Formal M&E System

	· The concept of M&E is well known and understood in the organization

· There is specific M&E mandate with elaborate procedures, functions and activities 

· There is a specific section or person(s) assigned to carry out the M&E mandate

· A set of M&E tools and techniques is available for use 

· Regular reporting is done and feedback received 

· Information synthesized and disseminated to cross section in and outside
· Information and analysis ploughs back into the planning regularly

· A functional MIS (manual or computerized) exists
· Financial support is made available

	Scenario – 3: Non-functional M&E System

	· The concept of M&E is known in the organization

· There is a specific mandate encompassing functions and activities related to M&E together with prescribed tools and procedures

· There is a specific section / person but the M&E mandate is not delegated to them

· M&E Personnel are not trained and capacitated to carry out M&E functions

· Sufficient funding is not provided  

· There is no interaction between the M&E section/person and other sections with regard to work, no information sharing takes place between the two, no advice sought from M&E

· Whatever, information is available within the organization, it is seldom disseminated or used in planning 

· System is non-functional and therefore ineffective

	Scenario- 4:Counterfeit M&E System

	· The concept of M&E is known in the organization but its purpose is ambiguous

· There is a specific section or person (s) assigned to conduct M&E functions, however, neither capacitated nor authorized to undertake the assignment

· On the contrary, a kind of reporting prescribed by the higher management is being done within the system for use internally to maintain control

· Specific events are carried out to launch reports and publications based on selective informative for publicity and to gain access to donor’s funding

· Information are used to enhance the personal goals of managers


4.2
Critical Steps to be taken for strengthening M&E System

In the scenario where the M&E function is included in the tasks of management and works across all program sections with varying intensity and emphasis, a support mechanism is to be evolved for further strengthening of the system. To start with, a review of all monitoring, evaluation and research activities is to be conducted to define roles and responsibilities of managers with respect to M&E and the information process that takes place in the organization right up to its utilization. The reason being that most of times, information is used locally at individual level and seldom finds way to organization’s information system. There also exists gaps in communication with regard to sharing knowledge and experiences among various functional and management levels which may lead to uninformed decision at the top with implementation difficulties at the subsequent levels. 

Having attained some maturity, the M&E coordination mechanism could be turned into a self- functioning section to undertake M&E activities across board and provide support to program development as described under the second scenario.  The staffing of the M&E section and training is done with certain emphasis on creating an M&E culture in the organization.  People from respective program units could form the prime team as they would bring a cross-sector and cross-managerial experience together with the knowledge of issues to the M&E section. Hence, an efficient M&E system based on the following three core strengths is formed:

i. Sound conceptual basis

ii. Clear Mandate with technical know-how

iii. Knowledge of issues

Development Managers due to their direct involvement in implementing action programs have tremendous opportunities to test and verify development concepts and also create new thoughts, knowledge and practices in their area of work. The grip on development issues in their specific context is essential for effective planning, monitoring and evaluation of work.  It can further be complemented with modern technologies in information and statistical data analysis as well as computerized management systems. 

Instead of applying a uniform M&E system to all, which may not be viable, it is proposed to see in the first instance, which phase or scenario the, organization is passing through and heading to. Then design a step by step process for transition from one phase to the next keeping in mind the nature, size and scope of operation and resources available at that point. A separate M&E section is advised in case the organization is large enough to house and finance it. Otherwise, it is useful to develop support mechanism for the existing functions to avoid overburdening the organization with additional cost of operation which may subsequently affect the cost and quality of service delivery to the poor.  

4.2.1 Steps to be taken in the first scenario
· Conduct review of on-going M&E function, processes and detailed activities

· Define M&E objectives in the changing scenario and develop strategy for achievement of these objectives

· Identify strengths and weaknesses, particularly gaps in the flow of information 

· Look into the quality, volume and frequency of information, match with existing needs and make adjustments and take corrective action

· Create associations and linkages between activities to form a chain of actions leading to meaningful output

· Adopt modern M&E techniques and tools to improve the availability, quality and utilization of information

· Enhance staff’s understanding of M&E function through dialogue, training in selected areas and application on the job 

· Conduct in-house meetings to give impetus to M&E function

· Promote trust, teamwork, collective responsibility for success and failure in the organization as part of value system

After achieving certain level of maturity, the informal M&E system can be converted into a formal system and further strengthened by taking the following steps.

4.2.2 Steps to be taken in the second scenario
· Undertake thorough review of M&E System 

· Define M&E vision, mission and objectives in the changing scenario and evolve strategy for achievement of these objectives 

· Elaborate mandate of the M&E section as well as individuals’ Terms of Reference (TOR) in line with M&E objectives
· Delegate responsibilities and space required to meet these responsibilities
· Involve managers from all levels to internalize M&E system within their area of work
· Take stock of performance of the M&E section in terms of it contribution toward achieving organizational goals and program objectives

· In case of technical, administrative and personnel shortcomings, take immediate decision on corrective measures. 
· Provide space and support for experimentation of new ideas and developing specialization in existing areas of work
· Introduce new technologies such as a computerized database and MIS 

· Ensure that necessary resources are being allocated to keep up the performance

· Achieve greater integration with other sections, both program and support sections in particular internal audit and finance and accounts 

· Create linkages with M&E sections in other organizations for sharing information and experiences, not only on issues but on M&E techniques and matters related to information management 

· Provide incentives for specific work to enhance  organizational goals

· Promote sense of belonging, ownership and pride in keeping up the M&E ’s true role

4.2.3 Steps to be taken in the last two scenarios
· Scrap the system and start afresh before .going to step one under the first scenario 
· Introduce a change in the management that longs for self-projection instead of focusing on promoting organizational goals

· Create protective mechanism to forestall problems faced earlier to void repeating the mistake.

There should not be any hesitation to seek external assistance and advice if in-house capacity to establish M&E system is inadequate.  Also try to make progressive transition from one phase to the next over a period of time making adjustments according to organization needs.  

4.3
Levels of M&E System in Development Organizations and Managers’ Roles 
The M&E system works across sections, horizontally and vertically meaning that all organizational levels and all types of program interventions on issues focused by the organization are included in its concept and structure.  Particularly, when Community Driven Development (CDD) is being adopted by an organization, M&E system starts from the grass root level for a better understanding of issues and feed back on interventions. The specific M&E functions with regard to responsibilities at each organizational level may vary, but should be designed to achieve the core M&E objectives when put together.  Similarly, M&E indicators with regard to interventions may vary at every distinctive stage of progress of work at a particular time as well as in relation to the M&E objectives.  For example, immediate results are seen through output monitoring while the mid-term and long-term effects are gauged through outcome evaluation and impact assessment, respectively.  

To fully comprehend the phenomena, it is useful to look at two aspects; 

· Management responsibilities at each level in the organization; and 

· its related M&E functions

Chart No. 2:  
Levels of Management Responsibilities and Functions in M&E System
	Organization
	Program

	Project 5
	Field Unit/ Community level

	Main responsibilities

	· Providing organizational Leadership

· Preparing Policy including Organizational Goals, Mission and Vision

· Developing Strategy and approaches for the operation

· Undertaking Operational Controls and setting standards for achievement

· Mobilizing and Managing Resources 

· Undertaking Human resource development

· Managing information

· Maintaining Organization’s public image
	· Undertaking planning for program development and  interventions to achieve organizational goals

· Preparing Plan of Operation including Development of Indicators of achievement for interventions in each specific area of operation

· Delegating tasks to project teams

· Disbursing resources to projects according to Plan of Operation

· Coordinating various projects and schemes to achieve optimal results from interventions collectively 

· Providing functional support for projects implementation 

· Undertaking recruitment, training and development of program personnel
	· Undertaking planning for project development in accordance with Program Plan of Operation

· Implementing project plans directly or through contracting  community / local organizations, for delivering services

· Managing resources at project level and ensuring optimum utilization 

· Establishing field offices and providing functional support to these offices

· Undertaking recruitment, training and development of project personnel
	· Undertaking need assessment, planning and implementation of development schemes at community level with community participation

· Organizing groups within the community and identify focal persons to support development activities

· Mobilizing local resources to ensure community contribution

· Creating linkages between community and the organization 

· Providing training and range of skills to local community 

· Creating collective responsibility for project’s sustainability 



	M&E Functions

	· Defining strategic and operational objectives and indictors of success for the organization 

· Keeping overall supervision and internal controls 

· Receiving information, collating and analyzing  for performance evaluation and  decision making on policy and operational matters

· Keeping program and project offices informed of decisions on policies and plans

· Keeping track of public and media feedback on issues as well as regarding organization’s image
	· Defining program objectives; and indicators for specific interventions

· Undertaking supervision of program components and reporting to organization’s executive or management body 

· Collecting and collating information and providing feedback to organization as well as to project offices

· Conducting regular input/output and process monitoring  and periodic review of projects and schemes

· Organizing research, studies and surveys on issues in focus at present or for the future
· Correcting direction in case of deviation
	· Defining project objectives; and indicators for specific schemes

· Undertaking project supervision and reporting to program management 

· Keeping track of day to day progress of work, document and report to the Program level

· Conducting regular meetings within project as well as with Program managers to share information, seek consultation and make assessment of progress 

· Keeping in touch with local organization and communities to receive feedback on project work and issues 


	· Assisting in identification of issues with client communities

· Setting parameters for intervention in the social – cultural context of community

· Keeping intra group and inter group checks and balances in the community with regard to schemes and projects 

· Sounding potential problems related to specific interventions

· Watching over progress of the project and delivery of services to the community

· Assisting in collection of data at community level

· Following up on decisions / actions agreed upon in community meetings


Among all four levels, the field unit at the grass root level sets the standards for quality of service delivery through community participation including in the monitoring and evaluation, using PRA
 tools.  Social organizers role is extremely significant in identifying client communities and securing their trust and participation in CDD
 projects.  They are in an ideal position to acquire information on local issues and have intuition on community’s stance in respect to those issues in their economic, social, cultural, ecological and political context.

The function of social mobilization is the nerve of all CDD programs and projects that ensures continued community support for sustaining the life and benefits of project in the long run.  

Flow of information from the field to the project office, onward up to the organization and back would be necessary to connect all levels of management in a meaningful way. It may require an effective coordination and reporting mechanism consisting both formal and informal channels of information and documentation of facts for dissemination and further investigation as part of the process in development planning. 

As far as M&E techniques and tools are concerned, M&E functions at each level may require a different set of tools suitable to a particular purpose e.g. at grass root level PRA would be more useful than structured surveys for gathering baseline information. From experience, managers can develop good practices in their areas of work. 

5.
Integration

The M&E function is commonly taken as one of the stages in the planning process; e.g. in a Project Cycle key stages are described as:

· Conceptualization
· Planning

· Implementation

· Monitoring & Evaluation

The concept of Integration implies that monitoring and evaluation function runs through the project cycle and therefore should be considered an integral part of the process and not just a stand alone phase. Such a configuration would require an M&E role from project appraisal through implementation to final evaluation with well defined objectives, outputs and inter-departmental relationship.  This integration would dispel any misconceptions about the purpose and role of M&E and enhance its acceptability in the organization.  Given below is a description of process to achieve this integration.

5.1
Integration of M&E System into Planning Process

Development Planning is one of the core tasks of the government in the country. National planning is a continuous process, that results in preparing a series of short term and long term plans, including an Annual Financial Plan and Budget at the turn of the financial year. The Annual Development Plan (ADP) is part of the annual budget which is also included in the long-term planning designs for a period of five, seven or ten years.

Likewise, organizations implementing the development programs and projects including those within the framework of the Annual Development Plan (ADP), also undertake unit level planning regularly. A range of planning tools and devices is available in the development sector that has been refined over a period of time.  The most common technique is to call a stakeholders planning workshop and conduct thorough debates on issues and find out possible solutions. Also use this opportunity to mobilize resources and build partnerships and networks.  Through an intensive participatory process, priorities are set and interventions are proposed as part of the initial plan that goes through a further process of formal scrutiny before submitting for approval to the concerned authority.   

Same exercise takes place at subsequent levels, where each implementing agency or unit may hold a planning workshop with stakeholders within its scope of operation.  The close interaction among participants works in three ways:

i. it helps in sorting out issues in an objective and thorough manner

ii. it brings the group to a focus in pursuance of the common cause

iii. it builds trust and team spirit among participants leading to ownership of the plan.

Planning Workshops can be conducted in both formal and informal manner to develop a common understanding articulated in a planning document for further process including formal approval from the Board and allocation of budget as mentioned above.  

Many types of planning formats are used to document results of the workshop. Some are designed in a matrix form, some in flow chart form or in descriptive form. 
Planning process entails a gradual preparation, refinement and finalization of draft planning document through participatory process under neutral facilitation to avoid undue pressure and/or influence on participants.  To support the process, necessary information is made available for opening discussions to develop an objective overview of the issue(s) and interventions.  The two formats being used for simple planning and complex planning exercises to serve the M&E purpose are given below.

Chart No. 3: A simple Planning Matrix

	Objectives
	Activities
	Inputs
	Outputs

	Development objective
	
	
	

	Programme Objectives
	
	
	

	Project Objectives
	
	
	


Chart No. 4: A complex Planning Matrix 

	Narrative Summary
	Objectively Verifiable Indicators
	Means of Verification
	Assumptions

	Development Objective
	
	
	

	Program/Project Objectives
	
	
	

	Activities
	
	
	

	Inputs/Outputs
	
	
	


The above matrix is fairly practical. Further columns can be added to specify the section/person responsible for execution, a time line and the financial allocation for each activity. 
In order to ensure that M&E function is integrated into the planning process, the M&E team should be made part of it right from the beginning.  While participating in this exercise, M&E personnel have to ensure that equitable participation of stakeholders up to grass root level is received, desired quality standards are met in developing the planning matrix, necessary information such as situation analysis or baseline studies are made available to the participants.  Necessary tools are introduced to develop Indicators, both subject specific and general including on cross-cutting aspects of development such as environment, gender equity and child labour.
While setting the program or project objectives, SMART 
 approach may be used for an effective monitoring and evaluation of the operation.  SMART approach consists of five criteria as follows:

Specific

Measurable

Achievable

Realistic

Time bound

As far as the role of M&E personnel is concerned, during the planning process, caution should be taken to keep a balance in order to avoid overtaking the whole process which may jeopardize the spirit of participation. This could happen unintentionally and with the idea to safeguarding the overall goal of the organization, however would create uneasiness among participants, sometimes resulting in continued tug of war between groups or individuals unnecessarily.  

Similarly monitoring and evaluation if not done within prescribed TOR, would be called ‘the limits of M&E’ function; the exercise could turn into policing and cause internal conflict. Program sections focus more on imagination, innovation and creativity with an equal chance of failure, whereas conventional M&E sections are normally focusing on progress, direction and adherence to procedures according to the Plan of Operation.  Deviations during the course of implementation are not always welcomed.  With changing management practices in CDD, role of M&E should also be recreated in favor of high quality community participation.

Annex Nos. 1-4 on Specimen Planning Matrices in practice in PPAF, GOPP&D, UNDP and WB Attached

5.2
 Integrating Research into M&E System

Research, by its very nature, is a planned and organized activity aimed at acquiring an in-depth knowledge of a subject, be it conceptual, technical or managerial and leading to some conclusions for future action.  It can be a one time individual activity or a process built in the operation for continued learning.  

Research function is not elaborated in most of the organizations under M&E mandate for many reasons; two very common of these are:

a. Diagnostic research or situation analysis are normally done prior to planning exercise and considered outside the framework of project/program 

b. Research is considered the job of specialized research institutions 

It is a narrow approach towards research as a process of learning, which sets off expansion of existing knowledge-base and creation of new knowledge by establishing newly discovered facts.   All this leads to new disciplines of social sciences.

Research takes place at various stages of the program/project starting from the planning stage right through its implementation to the completion of work and even after a lapse of time to see sustainability of program/project benefits. 

Information is regularly collected on village and community level by organizations to plan interventions, but the same is not integrated at higher levels, nor thoroughly analyzed.  Periodic stock taking of achievements and qualitative analysis is rarely carried out.  The reason for this neglect is the short term objective of local studies.  

The research process could be expanded and systemized by taking some steps: such as creating baseline studies from information collected at the initial stage with community participation and selecting key indicators based on these information for follow up and evaluations at a later stage. 
A strong research strategy ensures that 

· Information is available

· It is timely

· It is authentic

· It is consistent

· Its flow is continuous

· It is relevant 

· And most importantly it is being used for the stated purpose 

Box No. 2:  Key steps in designing and conducting research

	Key steps in designing and conducting research 


	· Defining a Research Concept: whether it is a baseline study, an evaluation or an impact assessment

· Setting Objectives of research 

· Determining Scope in terms of the theme, geographical coverage, sector diversity or population

· Defining Key Indicators with regard to specific issues

· Designing Methodology including Research Instrument, Sampling Criteria and Analytical Tools

· Selecting Research Team, training and facilitating research assignment

· Conducting Field Work for data collection

· Arranging data compilation sorting, tabulation and analysis

· Drawing Conclusions and finally Presentation of results

· Using lessons drawn from the study into planning


A more comprehensive research design would consider two more aspects, i.e.:
· Users of Information, and

· Sources of information

5.2.1
Users of information and Information Needs:

Information needs within and outside the organization as well as for people at various sections and levels of organization would differ.  It is therefore important to keep in mind the use and users’ needs of research at the planning stage while defining the purpose of the research.  The four levels within the organization have been identified as:

· Organization level

· Program Level

· Project Level

· Community Level

Outside the organization, there are stakeholders and interested parties at various levels such as:
· Planners & decision makers in the Government

· Donors  & International Agencies

· Managers & implementers

· Subject Specialists 

· Consultants & Staff in Professional Organizations

· Community Groups / Activists

· Clients (Beneficiaries)

· Partners & Collaborators

· Civil society organizations

· Media

· Academia

· Local administration

Other interested groups could be corporate sector suppliers, public service delivery system and professional institutions. The users of information can be grouped based on the intended use of information as follows:

Chart No.5: 
Identifying Users’ Information Needs

	Group
	Purpose
	Users

	Group 1
	Planning & Decision Making 
	donors, funding agencies, implementing agencies, supervising agencies, concerned government departments, communities representatives, staff representatives

	Group 2
	Implementation and Management
	program and project management and staff, specialists, consultants, partners, communities representatives, concerned line departments, concerned public service delivery system

	Group 3
	Monitoring & Evaluation
	donors, funding agencies, implementing agencies, supervising agencies, program and project management, community groups

	Group 4
	Creating Awareness and Sensitizing Public on issues
	Implementing agencies, program and project management, activists, media  


Having understood the needs of each interested groups, it is required to develop a communication strategy for the organization to disseminate relevant information a cross section of the society and receive feedback for keeping the M&E process going.  

Packaging information for each user in a suitable form aimed at obtaining support for development work and enhancing participation, both intellectual and temporal would be part of the strategy. Hence, messages sent out should bear the following criteria:

· Be clear, concise and complete

· Provide knowledge, facts and figures

· Share information, ideas and interests

· Offer advice, humor and help on the issue

· Receive feedback, both comments and criticism with equal dignity

· And most of all help resolve confrontation. 

Media options are also large in the development sector.  However, in societies with high illiteracy rate, personal contact at the grass root level seems the most effective mean of communication.  On the other hand, availability of information technology and wireless facilities including satellite connections for mobile phones and internet audio/video communication made it possible to globalize development issues and share information across boarder without losing time and spontaneity. 

5.2.2
Sources of information
Information is being collected through formal and informal channels within and outside the organizations.  A set of focused pre-defined information needs is met through routine work and are supplemented with specific activities as part of M&E system as elaborated above.  Among the many sources of information, following are the most significant, cost-effective and handy sources.

5.2.2.1
Use of documents:

Documentation that is done so religiously in all development programs and projects at every stage of work in the shape of planning documents, implementation plans, field visit report, progress reports and annual reports are extremely useful sources of information, which unfortunately end up in the archives well packaged in cartons where they lie untouched forever. 

Especially, for quick monitoring purposes, field visit reports, minutes of community meetings and visitors’ comments as well as social mobilizers’ comments can be consulted that throw light on situation at the grass root level. Most of the problems are identified and solutions suggested in these documents, which are seldom taken up at senior management meetings at the HQ.  This large gap between the grass root level information and perception of policy makers and planners is the main cause of failure in most of the development programs.  

5.2.2.2
Interaction with focal persons

Collection of information, comparing available facts, verification and testing of ideas can be done through dialogue and conversation with individuals or a group of people within the community.  However, it is not as easy as it appears.  Social mobilzers could tell the amount of effort needed for being accepted in the community and trusted with information in an informal manner.  A close rapport with the wise man or wise-women of the village is essential to open communication and information channel with the community.  

5.2.2.3
Official Record

The village gazetteers and official records available at the municipality or administrative offices are an immense source of information on the social, cultural, economic, ecological and political life of that village or community.  One can make use of these records to have an insight into the very nature of the area or community and the sequence of changes it has undergone over a period of time to inspire a future vision for the people of that area.  Better quality development program can be conceived after having historical knowledge of the area and some insight into the need of the community.   

5.2.2.4
National Surveys

National surveys undertaken by the government authorities, particularly Bureau of Statistics on economic and social conditions of the population through representative sampling across the country are a useful source of information. Not only that these are extremely informative, but consist of both quantitative and qualitative data, supported with commentary representing government’s point of view.  Among regular reports are Household Survey, Economic Survey, Agriculture Survey, Review of Banking and Commerce, Federal Bank Reports and Annual Development Plans.

6.
Making the M&E System Functional

Having an organizational set up for M&E system does not imply that the function is taking place to meet the organization’s objectives.  An effort is needed to make it effective and fully functional as to reap the real benefits of the system.  It would mean to build the capacity of its personnel, equip them with necessary tools, provide resources and create cultural basis in the organization for Monitoring and Evaluation.  

6.1
Capacity Building for M&E system

There are four key aspects of capacity building:

· Personnel 

· Operating Systems 

· Tools and Techniques

· Supportive Apparatus 

A balanced combination of the above factors would create a working environment most supportive of M&E function.  Organizations are to find their suitable combination in relation to available resources and M&E requirement.  More details on each factor are provided below.

6.1.1 Personnel 
The people who carry out M&E functions are not different from other professionals and managers in the organization.  In fact a large number of managers and program officers involved in development work perform the M&E activities quite well, as mentioned earlier. Therefore, it should be part of the organizations HRD policy to orient and train middle management for the M&E functions and also rotate them into various jobs for cross training aimed at better understanding and appreciation of the work done by other colleagues in the organization.  The M&E function should be looked upon as the collective responsibility in the organization, particularly, when a separate section or person is assigned to the job to avoid internal conflict.  It would help to create a culture of conscious monitoring and evaluation, information sharing, seeking internal assistance in case of problem and most of all sharing credit for success and responsibility for failure.  

The key approach to strengthening M&E Unit’s in-house capacity is:

· Making arrangements to retain unit’s experience and knowledge with continuous on the job cross training system; 

· Creating opportunities for advance training and delegation of higher responsibility and space to work more independently ;

· Intensifying interaction among departments at all levels of management for experience sharing, building team spirit and affiliation with the organization;

· Evolving standards for internal monitoring and evaluation of the quality of work and performance in the unit as well as means for sustained improvement in output, trouble shooting and conflict resolution.

In a learning organization, efforts are made to continuously recreate knowledge from day to day involvement in issues and from the success and failure of field interventions.  Like the ancient concept of Philosopher-King, the new concept of Scholar-Manager could be introduced in the organization to strengthen the process of learning, establishing a knowledge base, documentation of historical facts and sharing of experiences for use more broadly in terms of time and across geographical and sectoral boundaries.
Engaging external consultants for periodic activities and special assignments such as field research could complement in-house efforts. Since research being an integral part of M&E system needs special technical skills and talents, it is recommended to even have a research specialist in the organization if sufficient financial resources are available. 
Training Needs Assessment on M&E could help in outlining the specific aspects of training in accordance with the organizations prevailing phase of the system described in Chapter 4. 

6.1.2
Operating System

While introducing an operating system for M&E function, it is important to take stock of present set up, make a need assessment and fill out gaps.  Add those frameworks, gadgets and equipment, which are absolutely necessary to avoid over loading the system as well as the organization’s budget.  

Most of the development projects are people-focused where the spirit of work consists of personal involvement, sound professional commitment and sense of responsibility, sense of sacrifice, intuition and most of all a close interaction with people. Organizations can optimize M&E function by engaging people with an aptitude for M&E and by introducing good system practices and easy to use tools and machines to ensure an uninterrupted flow of information. This could be complemented with the right kind of environment including seating arrangement, placement of filing cabinets, record keeping, retrieval of documents and facilities for common use. 

The chart below describes essential conceptual and capital requisites for the three types of operating arrangements that would be helpful in planning the enhancement of M&E system at the organization. 

Chart No. 6 : Types of Operating Systems for M&E
	Types
	Conceptual Requisites

(common to all systems)
	Capital Requisites

	Manual System


	· A Clear Concept

· Objectives in line with organization’s goals

· Personnel with defined roles and responsibilities

· A Set of procedures

· M&E tools appropriate for the system

· Information management and communication mechanism 

· A value system that encourages participation at all levels among stakeholders


	· Substantial human resources

· Larger amounts of space and time

· Greater need for mobility and means of transportation

· Means of conventional communication

· Writing material and stationery

· Appropriate filing and referral system

	Semi-Automated System


	
	· Substantial human resources

· Moderate amounts of space and Time

· Moderate need for travel

· Means of conventional as well as electronic communication 

· Centralized Computer system or PCs with necessary aids and paraphernalia

· Material and stationery for writing both by hand and with machines (typewriter, word processor or a computer

· Moderate need for maintenance and security of both hardware and software

· Higher needs for power consumption

	Fully- Automated System – also called paperless system
	
	· Moderate human resources with  specialization in information technology

· Moderate amounts of space and Time

· Moderate need for travel

· Modern, fast and sophisticated means of communication such as through satellite

· Computer equipment and network with facility for electronic data base or MIS

· Material, stationery and computer aids, paraphernalia and consumables

· Greater need for equipment maintenance and security

· Greater need for information security and protection from misuse.

· Higher needs for uninterrupted power supply and consumption


6.1.3
Tools and Techniques:

A complete M&E system should conduct three core processes effectively, efficiently and resourcefully:

· Collection of Information

· Interpretation and Analysis of Information

· Use of processed information

All three processes consist of a series of activities sequenced and paced to systematically contribute toward achieving the overall objective of the M&E system. The premise of these activities is built on a number of fundamental questions. For examples: 
Collection of Information 

The process would stir questions such as:

· What kind of information is required

· For what purpose

· What is the source of information or where could they be obtained from

· How to gain access to the source of information

· Who would use it and in which way

· At what time and frequency

· How these information could be collected 

Analysis of Information

The process would stir questions such as:

· Is the information authentic and verified

· If not how to verify it before using

· How to sort and synthesize to have a meaningful stock of information

· What does the information mean 

· How does it relate to issues investigated 

· What are specific quantitative / qualitative pieces of information

· How do these reflect progress, change and the direction of work

· How does the overall picture look like

Dissemination and use of information

The process would seek answers to questions such as:

· How to present information / packaging 

· What is the best mean(s) of dissemination

· Who should be given/not-given the information and why

· How to obtain feedback

· When and how to plough back information into future planning

· Whether a second round of publicity is required, if yes when

At every stage, the M&E manager would identify and adopt a tool or technique best suited under the circumstances.  For example, during collection of information, if the source of information is a village elder, the best way is to have a personal conversation at his place informally and jot down notes after having returned to the camp office.  Similarly, if computer equipment and software are available, it is useful to apply statistical program for data analysis than to conduct the exercise manually.   

A more systematic way is to draw a table to define M&E system’s research components e.g. in case of a time bound social sector project, following information could be useful:

Chart No. 7:
M&E System’s Research Components: 

	Component
	Purpose
	Method 
	Tools
	Document
	Time/

Schedule
	Users

	Project Appraisal
	To validate project proposal
	Field visit 
	PRA/ focal group discussion
	Field visit report & appraisal
	Planning phase 

(dates)
	Planners/

Decision makers

	Baseline Study
	
	
	
	
	
	

	Input/output Monitoring
	
	
	
	
	
	

	Process Monitoring
	
	
	
	
	
	

	Mid-term Review
	
	
	
	
	
	

	Performance Evaluation
	
	
	
	
	
	

	Project Completion Report
	
	
	
	
	
	

	Impact Assessment
	
	
	
	
	
	

	Thematic Studies
	
	
	
	
	
	


Social sector research methodologies are being evolved and refined constantly due to the changing dynamics of community development.  Hence, decentralization in research is the key. Let the local talent make use of its innovation, improvisation and creativity.  Techniques such as PRA and Focal Group Discussions are being developed and used effectively. 

6.1.4 Supportive Apparatus 
(Such as notebook, camera, video camera, communication equipment, computer etc.)

The capacity building exercise could become more interesting if added with paraphernalia such as diaries, notepads, camera, tape recorder for interviews and other electronic gadgets.  However, they may not be suited to all situations.  In particular, village communities would not feel comfortable in the presence of a camera or a tape recorder. Therefore, it is a matter of personal decision to use or not to use certain equipment in carrying out activities related to M&E function. Within organizational environment, this equipment facilitates a lot of work and its use should not be discouraged.   However, during field visits, respect for social and cultural norms should be maintained. 

6.2
Role of MIS in the M&E System 

The crucial step towards evolving an approach to employ MIS in strengthening the M&E system is to found basis in technological advancement for development. It would require articulating an MIS concept, defining clear objectives and creating a vision to transform manual system into electronic (computerized) system focused on substantial improvement in the delivery of services. In doing so, three key issues are to be considered in advance:

· State and performance of the existing system 

· Potential of work inside and outside organization 

· Desired change in the state and performance

The existing system’s analysis would tell where the organization stands at the moment; where it would be after introducing the computerized system and what change would it bring to the M&E performance.  Such a decision would need tremendous support from all levels in the organization.  An all out effort is needed to convert the MIS concept into a reality once the management decision is made and resources are allocated.  The process would be divided into phases such as:

Phase I
Designing and Development

Phase 2:
Testing & debugging

Phase 3:
Installation of prototype at work stations

Phase 4:
Receiving feedback, fine tuning

Phase 5:
Integrating systems inputs / outputs

Phase 6:
Delivery and operationalizing of MIS system

Phase 7:
Training of personnel

Phase 8:
Maintenance and updating of system – on going

Each phase consists of a series of activities which at times may overlap across various processes due to their inherent interdependence on each other.  Further, each activity is based on a methodology as follows:

· Purpose

· Roles

· Prerequisites and inputs

· Deliverables and outputs

· Applicable techniques

· Sub-steps 

MIS is often mistaken as a substitute to an M&E system. It is because the computerized MIS is able to manage huge amount of information and provide large sets of reports for use in a presentable formats and in a short time. Such misperception can lead to weakening of the system rather than strengthening it.  Therefore, it is important to understand the concept of MIS as a technical tool to support the existing system in enhancing its efficiency in terms of time and efforts and effectiveness in producing results.  

While converting a system from informal to formal and from manual to computerized system, some structural changes in formats, procedures and schedules may be required.  This would not mean changing the nature, purpose or use of information; rather it would provide an opportunity to improve upon existing system to generate faster, more streamlined and better quality information with lesser efforts.

Besides computerized database system or management information system, there are other support systems and technical tools available for information collection, analysis and dissemination, e.g. network facilities, geographical information system and satellite imaging.

To ensure delivery of high quality of services is to make optimal use of Information Technology by:

· Extending MIS facility to cover operations for data collection, analysis and reporting; building capacity and providing training to new users up to field level;

· Enhancing Website and Internet facilities for imparting knowledge, sharing information, and facilitating communication among offices, partners and stakeholders as well as maintaining linkages with market in particular with regard to core development work of the organization;

· Enhancing use of geographical information system tools like DA (digital atlas) and GPS (global positioning system) for establishing an accurate project mapping.

One concept that is catching the attention of the social sector is learning corporate practices in financial, technical and personnel management and adapting to high-tech working environment.  The results are very encouraging. With improved financial and technical management, timely and accurate statistical information and analysis is made available that enhances donors and investors’ confidence in development operation and ensures smooth inflow of funds to the social sector organizations.  

6.3

Creating M&E Culture
A well functional and well accepted M&E System could give tremendous impetus to the work and performance of an organization.  Whereas its functioning depends on creating the right working environment and building capacity; acceptability depends on making it part of the organization’s culture. 

As mentioned earlier, the M&E functions are incorporated in the mandate of the organization at the planning stage.  Similarly the value system adopted during planning process should include three core values namely, integrity, transparency and accountability to encompass the M&E aspect of the mandate.  These values are reflected in the behavior of people associated with the organization as members, partners, stakeholders and collaborators.

Organizations have three main constituents; a body, a mind and a soul.  Body is the physical environment including systems in place, mind is the institution with its core objectives, strategies and approaches to address issues and soul is the spirit of work, commitment of its personnel and organizational behavior. The organization culture has to capture the momentum of activity in and across all three constituents.

There is a two-pronged approach to establishing the foundation of an effective M&E culture in the organization.  Firstly, create a trusting environment in which people are not hesitant to talk about their experiences, particularly of failures; secondly, establish internal system that would support in coordinating activities of information collection, consolidation, analysis and dissemination; as well as providing constructive criticism and feedback. This should include defining relationship and interdependence of various activities and functions, particularly where multiple interventions are taking place; also enhancing synergy in the program for receiving optimum output from available resources.  The result would be a strong value system based on norms such as transparency, accountability and shared responsibility for success and failure.  

An important aspect of M&E culture is acceptability of errors.  The system should be flexible enough to make room for mistakes and learn from them.  It should encourage four basic human faculties essential for growth, namely:

· Innovation

· Experimentation

· Responsiveness and  
· Admission to failure.

Creating M&E culture may in some cases need a complete rethinking and renovating the organizational behavior.  Care should be taken not to try to bring about an overnight change but set a time line for progressive adaptation of values reflective of an M&E culture.  A robust M&E system is the lifeline of a dynamic organization.
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Annex 1:  LOG FRAME USED IN PAKISTAN POVERTY ALLEVIATION FUND
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Annex 2: THE GOVERNMENT OF PAKISTAN PROJECT PLANNING MODEL
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Annex 3:  THE WORLD BANK LOGFRAME WITH 16 BOX MATRIX
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Annex 4:  LOGICAL FRAMEWORK ANALYSIS – UNDP GSHD PROGRAMME



- SAMPLE DESIGN - 
[image: image5.jpg]Logical Framework Analysis
UNDP: GSHD Programme: September 1996 to December 2001

Goal Objectives Performance Risks Risk Management
Indicators
Goal: Pacific islands | 1. Greater clarity of 1. Strategic 1. Policy, 1. Extensive
capable of building | role and purpose of | Programme programmes and [ education and training

and sustaining
effective
administrations which
provide useful
services and properly
account for funds. and
legal and oversight
bodies which enforce
regulations and
contracts

government, and
understanding by
citizens, NGO,
oversight bodies,
politicians, and
officials

2. Changed culture of
public organizations
through development
of competence and
performance
standards. and
creating
consequences for
performance

3. Improved
accountability
between public
organizations and
clients

4. Improved use of
resources (including
Doror assistance) by
increasing access to
knowledge

developed and
operationalised.
Polcies revised
consistent with
Programme;
procedures and links
with key functions
documented

2. Key functions
established, job
descriptions
developed and
performance
indicators
documented.

3. Forums established
to encourage
interaction between
Government and
Community groupings
(Media, Traditional,
Religious, Business,
Disadvantaged,
Unions).

4. Information
networks established
and accessible to
appropriate groups
without hindrance

functions flawed in
design

2. No sustainable
change in behaviour,

3. No sustainable
change in behaviour

4. Information
controlled.

for country task
managers policy and
function review,
extensive consultation
especially across
functions and
between
organisations.

2. Extensive retraining
and consultation:
introduction of
contracts and
performance
monitoring

3. Formal framework
and procedures
agreed in advance of
forums.

4. Establish both
formal and informal
networks. Training in
information
management
available through
Donors and networks





� Ref.: Non-Profit Sector in Pakistan: Government Policy and Future Issues by Social Policy and Development Centre (SPDC), Karachi





� Ref.: PPAF Operational Policies Manual – Chapter 9 Monitoring, Evaluation and Reporting





� Ref.: Adapted from UNDP- CISP (Community Infrastructure Services Project) HRD Manual by Khalid Masud


� Ref.: Design of Monitoring & Evaluation System for Strengthening the Sri Lankan Vocational Training System by GTZ SVTP Project - Colombo





� Program is an operational framework consisting of a number of Projects planned and implemented in a particular sector or on a particular issue.  Projects may be geographically disbursed and/or thematically diversified.  For example, in a gender participation program in the industrial sector, projects may be located in many regions with focus on varied themes such as awareness on gender issues, enhancement of vocational skills in working women, labour relations and so on. 





� Ref.: PRA : Participatory Rural Assessment / Participatory Rapid Appraisal





� Ref.: CDD : Community Driven Development





� Ref.: Project Appraisal, Monitoring and Evaluation Processes by Haji CH. Muhammed Hussain





� Adapted from (i) the World Bank Log frame with 16 Box Matrix (ii) UNDP Logical Framework Analysis designs





� The approach advocates that program or project objectives should be specified in clear terms in the context of intervention planned.  The same should reflect quantifiable variables to be achieved by pre-determined timeline so that at any given time, the progress and accomplishments can be ascertained.  Objectives should not be too ambitious and out of reach in relation to resources available, be it material, technical or human. SMART is taken as a standard planning tool by development manager and M&E personnel. 





� Ref.: Basics of Research Process by Muhammad Iqbal Saif


� Ref.: Report of Seminar on Conflict Resolution by NRSP (National Rural Support Program), Islamabad





� Adapted from PPAF’s Operational Policies Manual 





� Ref.: Management Information System (MIS) Concept Development by GTZ SVTP Project, Colombo
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