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   PREFACE 
 
   This booklet is a series of booklets produced by the author dealing with subjects in project management and monitoring and evaluation. This booklet deals with the entire subject matter of the logical framework approach as applicable in monitoring and evaluation. The logical framework is applicable in many areas including project design, implementation and monitoring and evaluation. This book will be quite resourceful for learners in both project management and monitoring and evaluation, as it highlights on varied issues dealing with the theme of the subject. It will provide the desired knowledge and skills required for monitoring and evaluation.  
 
   The basic aim of this booklet is to bridge the much needed but grossly insufficient knowledge and skills in the subject which should be both as a career and professional discipline pertinent in developing countries. It provides basic knowledge to understanding the logical framework approach in monitoring and evaluation as an essential component of project management, highlighting the necessary criteria, procedures, methods and tools. This booklet will strengthen that desirable essential knowledge or skills for drawing and filling in of the LFA.    
 
   This booklet and the rest of the booklets are primarily intended to be an introductory text for students, trainers and organizations involved in the subject. Virtually, it should be useful to anyone working in an organization or project teams concerned with the success of their projects. It presents a detailed introduction with the greatest possible clarity of exposition and academic rigor linking theory to the application of the LFA. A proper understanding of LFA requires underpinning by appreciation of its theoretical foundations. This booklet integrates theory into understanding of the subject. The application of the LFA requires thorough grasp of the mechanics used. It examines in-depth LFA, particularly the application of important points of principle.
 
   The structure of this booklet follows a distinct deliberate pattern based on the authors experience in the subject. Each part deals with specific aspects that permit the users to choose a part or a combination that fit the readers’ requirement. The structure with each part follows a purposeful pattern and the order is of absolute significance.
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   [image: ]We do not have to wait till disaster strikes then we take action. Naturally, we have to be careful before we start to either blame one another or regret for what would have been prevented if we had been cautious. After the happening of the Titanic, it was thought that however much we appraised some projects as formidable; some sort of disaster would strike causing massive damage to humanity or resources. The above story illustrates our need for monitoring and evaluation of projects since disasters have chances of happening in any project. Do we really have to wait till something goes wrong before we take action? Of course not! That is why we have monitoring and evaluation as a way of identifying the problems in advance before they occur. It ensures that we keep a “close eye” on the process development, hence better control, i.e. how to stay on course. Definitely, good planning increases the chances that project targets will be achieved successfully. Systematic monitoring can help to safeguard against painful experiences. Just a minute! Probably this would be too early to define the terms, monitoring, and evaluation. 
 
   
 
  

Introduction
 
   Ever since I came across the two terms, monitoring and evaluation, I knew them as inseparable terms. Definitely, this was an amateur thinking and understanding. Nevertheless I soon realized how wrong I had been after developing a professional frontage from which I understood their marginal differences and their integrated supportive nature, more so their importance to the projects; what they are meant for, and what they do. Anyway, the basic purpose of monitoring and evaluation is to track progress of the project's interventions, so that we get to know what is happening in the project. The information thus acquired, is used to improve the project to conform to the initial plans and expectations. Monitoring and evaluation are very important components for the success of any project hence on the broader sense the overall aspired national development plans.
 
   Well, note that monitoring and evaluation of development projects are indispensable management functions, a fact neglected for several decades hence weak monitoring and evaluations in most developing countries around the world. Evidently, there are weak practices of monitoring and evaluation in these countries. However, this has to be realized as lack of capacity rather than neglect. These pose a stiff challenge to development progress in them. Beside the developers' have the custom and habits of neglecting the course, these projects take. They also lack incentives for sharing the information, discussing and using the outcome information of evaluations to channel projects being some of the main constraints and problems for weakness. In so much as there is a critical shortage of professional evaluation experts in comparison with other experts such as researchers, trainers, etc., practically there is insufficient technical resources, limited budget allocations, limited training opportunities in monitoring and evaluation techniques, shortage of trained support staff among others contribute to poor management of projects. The scenario gives us a comparatively high failure rate of projects in developing countries as compared to the developed countries. In Kenya as well as other countries such as Uganda, the governments have created departments concerned with monitoring and evaluation issues. Both in Kenya and Uganda we have the national integrated monitoring and evaluation systems (NIMES) (Ministry of Planning and National, 2007). The aim was to incorporate and motivate monitoring and evaluation. However, it was realized that this would be an up-hill task due to lack of capacities in most private and public sector organizations. This moved them to the drawing board again to come up with the best strategy to launch NIMES, by first aiming at building the stakeholder capacities. This includes short term and long term processes such as including the course of monitoring and evaluation in the educational curriculums in the middle level colleges and universities. This has heavily brought in other key players who value project evaluation, including UNICEF, universities and others. The basic aim is to motivate monitoring and evaluation at especially in education institutions.    
 
   Incidentally, without valid and competent monitoring and evaluation, success is pre-empted, as the project process is not understood. An investigation of the project improves the circumstantial learning from the project. Actually, these are some of the mandatory reasons and provisions for monitoring and evaluations. The lessons learned from monitoring and evaluation experience are used to make appropriate decisions and amendments. The information from monitoring and evaluation need to be shared among the stakeholders of the project. By sharing information, we motivate the incentives of the whole range of stakeholders by providing them with knowledge about the various issues of the project. Particularly, this will help project staff improve their capacity for monitoring and effective evaluations as a basis to strengthen the project performance. In situations of absolute scarcity, the project implementers do not need to be experts to monitor or evaluate projects; with basic orientation and training, one can employ the appropriate fundamental knowledge and skills to carry out quality monitoring and evaluations. In Kenya, several institutions have initiated to bridge this gap; Kenya School of Government (KSG) formally Kenya Institute of Administration (KIA), has played a key role in this direction. KSG basic mandate is to build the capacities of public officers and private officials in Kenya. Selected officers are taken through several short term courses which include project management and monitoring and evaluation. Several short term and long term courses also exist in a number of public and private universities. The examples here are; Kenyatta University, University of Nairobi, Makerere University, Daystar University among others. A new institution, Evaluation Society of Kenya established in 2010 has made the initiative to popularize monitoring and evaluation in Kenya. ESK has several registered members and consults several stakeholders on issues to do with evaluation of projects in Kenya and beyond. To date it has enrolled several memberships with a keen interest to boost monitoring and evaluation, not only in the region but in consultation with several other institutions world over. However, one thing to note is; evaluations carried out by completely ignorant people might be time wasting, costly and could generate unfeasible or irrelevant information which would not be beneficial to the project. Besides, with limited knowledge evaluations may not be conducted to meet the scientific thresholds required in quality evaluations. Therefore, anyone charged with monitoring or evaluation requires acquisition of competency knowledge. Evaluations may seem easy but complex to perform; like other disciplines, it is a profession that has to be learnt and specialized in. 
 
   Monitoring and evaluation are important management decision tools that are essential for effective implementation and quality outcome of projects. They should be recognized as integral parts of the phases of the project cycle and as fundamental management functions for determining the course of the project. In order to establish monitoring, at the definition of the project, there must be measurable goals and milestones in the project plan. During implementation, using some variability measuring criteria, monitoring will confirm to what extent the objectives and targets have been accomplished. During the process of the project, monitoring and evaluation measures to confirm the project as being on track. After some duration from the project completion, evaluation will measure the impact of the project, thus the long term consequences of the project.
 
   
 
  

The Need for Monitoring and Evaluation
 
   The following statement summarizes the need and importance of monitoring and evaluation. 
 
   It is about Vision 2030, about the Community Development Fund (CDF), millennium Development Goals (MDGs). Realizing all these enormous dreams is only by conducting successful projects. Availing successful projects depend on what we do in the projects and how much we want them to be successful. Projects are the various things we do to change our world for the better. The things we do in our lives to get what we want and move a step ahead. How do we make them? Are we sure that what we are doing is what we really need? If yes, are we doing it in the right way? Is it taking us in the direction of self-improvement? Are our efforts sufficient to do what we are doing? Are the scarce resources we have been used as wisely as expected? Has the outcome of what we did changed our lives? What we have put in place can we hold onto it? Are we learning from what we are doing so that we correct the mistakes that we previously made and not repeat them tomorrow? Are we proud of what we have done and happy that we have done very well? Further still, it is said that 'if you do not know where you are going then any road will get you there.' People who get things done are usually clear about what they want to do, how they will do them and most importantly, how they will know if they have been successful (Allen, David. 2001). We want to understand all these issues and as we are also trying to answer the questions, we are conducting monitoring and evaluation.
 
   The above statement stipulates the essence of Monitoring and Evaluation discipline in development which is very important to projects and their management for one big reason; success of projects. Project managers and other stakeholders need to know the extent to which their projects are meeting expected objectives and goals, which will be provided by monitoring and evaluation. They also form the basis of transparency and accountability thus ensuring that scarce resources are used discreetly, which is very important to development especially, if strongly attached to development projects. Monitoring and evaluation can be of assistance to identify the project’s process failures, their reasons and probably suggest possible solutions to these failures encountered along the way. The information and insight we get from the monitoring and evaluation exercises will bestow us the impetus to reflect our direction, how we get there as we increase the likelihood of project success hence positive to overall development. It will provide the project team with a vital foundation for decision-making which is the feedback on what monitoring and evaluation established. Experience and lessons learned from past projects will help improve and guide future projects.  
 
   
 
  

Basic Principles, Monitoring and Evaluation
 
   Definition of terms is sometimes an unpleasant experience for so many of us. However, we must define them for us understand them otherwise how do you deal with terms you don’t know or understand. This then means that in order to appreciate the subject matter; we need to understand the concepts of monitoring and evaluation. As pointed out previously, monitoring and evaluation are the key tools in project management that guide the project process, thus aiding management. Precisely, of these two terms, the concerns are; how much do they converge or diverge? We will know all about these throughout this book but before going, any further let’s first understand the basic principles Monitoring and Evaluation.
 
   Let me ask you a question? Have you ever wondered when you see statistics like, 42% of population using improved sanitation facilities in 2006? Alternatively, 2008, Kenya’s unemployment rate was 40%, 2009, inflation rate was 20.5%, do you wonder how they know this? These types of statistics and other similar information are the results of “monitoring and evaluation” efforts. Monitoring and evaluation is the practice by which information is collected and analyzed in order to provide information to policy makers and others for use in planning and management. Well, let us go to the specific definition of these terms. 
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   Project Monitoring
 
   Monitoring is a continuous assessment of project implementation in relation to planning and agreed schedules, costs and scope through such routine data gathering, assessment and analysis. (World Bank. The Operations Evaluation Department, 1998) It represents an on-going activity to track progress of planned tasks of the project. It is aimed at improving efficiency and effectiveness of the project by providing regular oversight of implementation. Monitoring helps to keep the project implementation work on track and lets the management know when things are not going on well as it provides feedback information on the implementation process. “Monitoring is performed while a project is being implemented, with the aim of improving the project design and functioning while in action” (Gudda P. , 2011). Monitoring actions take place throughout the lifetime of project implementation and enables one to determine whether the resources available are sufficient, used diligently, they are enough or appropriate. It measures project progress and determines if it is going on as planned by checking if there are any gaps between planned and actual performance. Monitoring is sometimes referred to as process evaluation because it focuses on the implementation process and asks key questions that specifically answer questions such as; are inputs being made available as planned? Are the activities being carried out according to plan? How well has the program been implemented? How much does implementation vary from site to site, activity by activity? Did the program benefit the intended people? At what cost? Monitoring follows indicators being measured such as the elements of the project that need tracking; the cost of supplies, the turnover rate of employees, or the percentage of clients who are pleased with the services they received.
 
   The key elements in these definitions are based on the assessment; we will only draw a feedback if we understand what is happening in the project. We may not understand much by just looking at the data but by analyzing it. This will provide us with pertinent information which will help us adjust the project. Regular; a project is continuous for the interval that it will be implemented but monitoring is not as continuous as in the project activities but conducted at varying short intervals to check the project progress. The evaluations take much longer durations, irregular than monitoring. Monitoring is specifically meant to track the project progress. Recording; is an important key element of monitoring. This element is aimed at collecting data which will be analyzed and used later, other than when used for the project control, possibly at the evaluation stage. In monitoring this is supposed to be the most important aspect. Without recording then no monitoring function has actually taken place. These records will be useful during evaluations. Control; monitoring is normally used for the control of the project. This is an element of feedback from the monitoring effort. Control is the initial use of monitoring data which can also be used later for evaluation purposes. Monitoring is very useful for the project as it ensures that implementation is moving on according to plan, it improves the quality of work and in fact the entire project. 
 
   Monitoring data provide baseline information for evaluations and is important as it feeds to project planning and development, this being the basis for improvement of implementation. It requires accessibility of adequate information only possible through viable means and mechanisms such as field visits, stakeholder meetings, document review of project activities, regular reporting etc.
 
   Monitoring does so much for the projects when performed appropriately. It assists the project management team check the relevance, performance of the project aimed at the development of the target group, and if the project assumptions are still valid. In performance, it would check the effectiveness and efficiency of the project. Monitoring depicts actual and potential project weaknesses, problems and shortcomings before it is too late. This provides the project managers with the opportunity to make timely adjustments and corrective actions to improve the project design, work plan and implementation strategies. If there are any positive project results, strengths and successes, they will be reinforced. Besides, monitoring details provide project management, staff and other stakeholders with information on the progress towards achieving project goals and objectives. Most donors require accountability and transparency on the part of the project management. Monitoring reports will be handy for this purpose. When the report has been disseminated, regular feedback enhances the ongoing learning experience and improves the planning process and effectiveness of interventions. Monitoring provides data that will be relied upon by evaluations which are normally conducted later from monitoring. Essentially, without monitoring evaluations will not be feasible. 
 
   Project Evaluation
 
   Evaluation is the systematic assessment of the worth or value of some aspect, part or the entire of ongoing or completed projects or programs aimed at validating their design, implementation and results. It is the comparison of actual project impacts against the agreed strategic plans. Actually, evaluations deal with strategic issues such as project relevance, performance (effectiveness and efficiency) and success (impact and sustainability) (expected and unexpected), in the light of specified objectives. In another definition seen on the website; it is defined as “a step-by-step process of collecting, recording and organizing information about project results, including short-term outputs (immediate results of activities, or project deliverables), and immediate and long-term project outcomes (changes in behavior, practice or policy resulting from the project)” (Government of Ontario, 2006). According to a World Bank document evaluation is a systematic and objective assessment of an ongoing or completed project with the aim to determine the relevance and fulfillment of objectives, development efficiency, effectiveness, impact and sustainability (Görgens-Albino & Kusek, 2009).  
 
   Evaluations of ongoing projects review the progress of implementation, forecast the project's likely outcome and highlight areas that need adjustments in the project design. Depending on purpose, evaluations at the end of the project are usually carried out to provide an overall assessment of project performance, and assess the extent to which the project has succeeded in meeting its’ objectives/goals and probable sustainability, which is the eventual determination of the project success anyway.
 
   Precisely, evaluations require data collection at the start of a project which sets and provides baseline information and again at some point or the end, rather than at repeated intervals during implementation. The baseline can be used as a control for comparison between the projects starting and some other defined point. This will help to confirm if changes noted can be attributed to the project. Therefore, a well-planned study design is always indispensable for evaluation to make it valid. 
 
   The primary reason for conducting evaluation is to provide reliable information to improve the project since evaluation can provide information on whether a project works or not, which parts are effective, which ones need improvement. It seeks for answers on the question; is the project putting the best use of the organization’s scarce resources?
 
   There are many reasons for conducting evaluations; Evaluations verify if the project is progressing as originally planned and provide signs of project strengths and weaknesses. To enable improvement of future planning and decision-making, they determine in a systematic and objective manner the relevance, performance, and success of the project in light of specified objectives. Evaluations also assist thorough review and rethinking of projects in terms of their goals and objectives, and means to achieve them. Like in monitoring, evaluations improve the learning process and explain the causes as to why activities succeeded or failed. Precisely, evaluations help us see where we are and if we need to change course, they assist us make better plans, make work more effective, collect more information. They will help us compare the cost of work to what was achieved and we will share the experience of the evaluation process. Due to the evaluations, we can approve methods used or even criticize our work since we will have the opportunity to cross- check and verify the projects’ methodologies. The following figure 1.1 that summarizes Feuerstein, (1992) reasons why evaluations are conducted. 
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   Figure 1. Some of the Reasons for Monitoring and Evaluation
 
   Adapted from Feuerstein, M. (1992). Partners in Evaluation
 
   As in monitoring, evaluation activities are planned at the project level. Baseline data are established with appropriate indicators which will prior information before the project begins to ensure an effective evaluation. Evaluation goals and objectives are determined accordingly, after which evaluation is conducted. Evaluations examine the project’s rationale and importance to national development and concretely determine the adequacy of the project intervention to solving the identified constraints in the project areas in order to promote the relevant outcome. Evaluation compares the achievement with the expected set targets. In case of a shortfall, evaluation identifies the reasons for the shortfall. It assesses effectiveness and efficiency of project implementation and the overall project performance. It also determines the impact and sustainability of the project. Evaluation results implicate the lessons learned and the recommendations based on the findings, which will be useful for the project. This can fundamentally be used to improve or align the project or even be used as a basis to design future projects. 
 
   
 
  

 
 
    
 
    
 
    
 
   Link between Monitoring and Evaluation
 
   Many times, people talk about monitoring and evaluation as if it were a single entity with quick references as M&E. Despite that assumption, the terms are two distinct sets of organizational activities, reciprocally related but not explicitly identical. In other words, they are two different management tools that are closely linked, interactive and mutually supportive to each other. The distinction or convergence depends on the purpose and application. They both measure the project progress and provide information on its status. Action is taken on the project as an outcome of their findings. In monitoring data is routinely collected for tracking progress as in the agreed schedules and plans. Evaluation is considered more of an episodic item than monitoring. Data collected by monitoring is usually supportive to evaluations, which sometimes utilizes additional advanced sources of information such as primary data. Through routine tracking of project progress, monitoring can provide quantitative and qualitative data useful for designing and implementing of project evaluation. On the other hand, evaluations support project monitoring and vice versa. Monitoring tools and strategies can be refined and further developed depending on the results of evaluations. Good monitoring will substitute evaluations, more especially if evaluations are too costly for small- scale projects. However, when there is a need to determine project results, impact, sustainability and future development an evaluation is appropriate. Project evaluations are less frequent than monitoring activities, considering evaluation costs and time required. Table 1, provides precise details on the difference between monitoring and evaluation of various aspects. This will give us a better understanding and grasp of the two terms. 
 
   To understand the salient difference between monitoring and evaluation comprehend my story; 
 
   The terms of monitoring and evaluation remind me of our class monitor in my junior school. The duties of the class monitor were to maintain order in class as expected by the school administration. He ensured pupils did not make noise; the black board was always clean before any teacher came into class, the class register was marked every day noting absentees and reporting them to the class teacher, and the class floor cleaned every morning. Precisely, the monitor was in control of the class all the time during the class sessions. Pupils allocated by the monitor and allotted in the duty roster performed the cleaning. If the monitor discovered the class was not cleaned, he could consult the duty roster to check the pupils responsible for cleaning the class on that day to give reasons for not performing their duties. Therefore, the monitor performed his duties on a daily basis. The duties of the monitors were performed diligently; the teachers taught and evaluated the pupils at the end of the term. The evaluation was through exams given to the pupils in the class at the end of the term to assess how they performed in the taught lessons. The teacher graded the pupils according to their performances in class. Prior to end term exams teachers would give midterm exams, CATS (continuous assessment tests) which were included in the end term exam. When we closed school we were given report forms summarizing our performance with recommendations; “well done,” “improve in math”, “poor performance” etc. I took the report form to my parents who took decisive action depending on my performance. Other days I was thoroughly scolded for not performing well while others I received praises and gifts, when I performed very well. They were normally very happy when I performed well in class.
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   Table 1. Comparisons between Monitoring and Evaluation
 
    
    
      
      	 Item
  
      	 Monitoring
  
      	 Evaluation
  
     
 
      
      	 Frequency
  
      	   Periodic, regular
  
      	   Episodic
  
     
 
      
      	 Asks: 
  
      	   “What Happened”
  
  
      	   “Why did it happen or not happen”
  
     
 
      
      	 Design
  
      	   Accepts design as given 
  
      	   Challenges Design
  
     
 
      
      	 Main action
  
      	   Keeping track/oversight
  
      	   Assessment
  
     
 
      
      	 Basic purpose
  
      	   Improving efficiency 
   Adjusting work plan
  
      	   Improve effectiveness, impact
  
     
 
      
      	 Focus 
  
  
      	                                                                                                                                                                                                                                                                                   Inputs/outputs, process outcomes, work plans Efficiency 
                                                                                                                                                                                                                                                                                   Execution
                                                                                                                                                                                                                                                                                   Compliance with Procedures
  
      	                                                                                                                                                                                                                                                                                   Effectiveness, relevance, impact, cost-effectiveness Causality 
                                                                                                                                                                                                                                                                                   Unplanned change
                                                                                                                                                                                                                                                                                   Policy Correctness
                                                                                                                                                                                                                                                                                   Purpose and goal
  
     
 
      
      	 Feedback:
  
  
      	   Is Continuous 
   Based on Activities and Interim Achievements 
   Short Term Horizon
  
      	   Important Milestones Results
   Longer-term Time Frame
  
     
 
      
      	 Information sources
  
      	   Routine systems, field observations, progress reports, rapid assessments
  
      	   Same plus surveys/studies
  
     
 
      
      	 Adjustments 
  
  
      	   Adjustments in implementation plan 
  
  
      	   Adjustments in Project Strategy
   Relation to other projects
  
     
 
      
      	 Undertaken by
  
      	   Project managers
   Community workers
   Community (beneficiaries)
   Supervisors
   Donors 
  
      	   Project managers
   Donors 
   External evaluators
   Community (beneficiaries)
  
  
     
 
    
   
 
   Source: UNICEF, Guide for Monitoring and Evaluation: New York, 1991. 
 
   
 
  

The Difference between Evaluation, Audit and Research 
 
   Probably one would wonder what the difference between evaluation, auditing and research is. Like I used to wonder why conduct evaluations when there is auditing. The assumption was that evaluation replicates auditing. I have since discovered how wrong I used to think. Evaluation and auditing do actually differ. We cannot discuss about superiority here, right now. Just know that they differ and the difference is summarized in the Table 2 below which also links with the aspect of evaluation. Among the three aspects, evaluation is a broader and concrete method of assessment. Evaluation encompasses learning and accountability while Audits have only accountability. Research on the other hand is concerned with learning and has no accountability in it. 
 
   Table 2: Comparison between Evaluation, Auditing and Research
 
    
    
      
      	 Learning + Accountability = Evaluation 
  
     
 
      
      	 Evaluation – Learning = Audit 
  
     
 
      
      	 Evaluation – Accountability = Research 
  
     
 
    
   
 
   
 
  

 
 
   Comparing Monitoring, Evaluation and Audit 
 
   I believe for most people like I used to do there is confusion about the difference between monitoring, evaluation and audit, where and how they differ and how they delimit from each other. The following, tables 1.3, 1.4 and 1.5 defines and compares monitoring, evaluation and audit. They further explain in depth the difference between the three terms. The comparison is based on what they do, how they do, who uses them and when they are appropriate. 
 
   Table 3: Definition of Monitoring 
 
    
    
      
      	 What? 
  
      	 Continuous assessment of projects 
  
     
 
      
      	 How?               
  
      	 Rapid and continuous analysis, immediately useful to improve on-going actions (performance)
  
     
 
      
      	 Who?
  
      	 Internal evaluators
  
     
 
      
      	 When?
  
      	 Continuous exercise in the process of the project
  
     
 
    
   
 
   Table 4: Definition of               Evaluation
 
    
    
      
      	 What?                                           
  
      	 Analysis of design, implementation and results of project 
  
     
 
      
      	 How?
  
      	 In-depth analysis
  
     
 
      
      	 Who? 
  
      	 Internal and External (staff, monitors….)
  
     
 
      
      	 When?                                           
  
      	 Episodic after some duration of time 
  
     
 
    
   
 
    
 
   Table 5: Definition of Auditing
 
    
    
      
      	 What? 
  
      	 Traditional checks whether financial operations and statements comply with legal and contractual obligations.
  
     
 
      
      	 How? 
  
      	 Verification of financial records (Financial Audits)
  
     
 
      
      	 Who?
  
      	 External, Professional auditors 
  
     
 
      
      	 When?
  
      	 During or after implementation 
  
     
 
    
   
 
   
 
  

Planning for Monitoring and Evaluation 
 
   Monitoring or evaluations are not just done, to be effective they have to be planned. In chapter six, we shall be discussing about a monitoring and evaluation system which will provide more details of planning for monitoring and evaluation. Planning for monitoring entail that we get everything required in place before we do the actual monitoring. Some things we can do are like nominating a person in the organization who is in-charge of monitoring or evaluation. Also set up a budget and other logistics this will improve monitoring and evaluation efforts. In an evaluation, it is necessary to develop an evaluation proposal reflecting the process of evaluation. It is important when planning for evaluations; the plan be integrated as an essential element of the project design. This will demonstrate accountability and transparency from the project team to the stakeholders and to ensure timely informed decision-making. Monitoring and evaluation results are useful for making adjustments in the ongoing projects providing the basis for steering the project in the right direction. Therefore, careful planning of evaluations and periodic updating of evaluation plans eases their management and contributes to the quality of the entire project.
 
   If the project plans to engage the stakeholders then the range of stakeholders should be involved in the planning process. While planning for evaluations the following components should be very important as checklists for a comprehensive planning. 
 
   1        WHY: Establish the purpose of the evaluations which will include who will use the evaluation findings and how it would be used.
 
   2        WHAT: Determine the goals and objectives of the evaluation from which you find the questions to be addressed by the project.
 
   3        HOW: Establish the sources of data and collection methods to be used.
 
   4        WHO: Determine the persons responsible for conducting the evaluations and the kind of expertise required of them establishing the type of evaluation viable for the project.
 
   5        WHEN: Determine the timing of each evaluation and the number of evaluations required during the life of a project. 
 
   6        RESOURCES: Establish the budget required to implement the evaluation plan. 
 
    
 
   Project Monitoring a Case of the Monitoring Tool
 
   Planning for projects is normally a delicate and extensive process. This then requires that projects be delivered precisely as expected. Doing this is not easy unless we follow-up the project progress. In as much the project stakeholders need to know what is happening in the project, they need to know the performance of the project against investment, plan and expectations. This is very important for the stakeholders. Just as important is the process of monitoring the project’s progress from beginning to end. This exercise provides information on the progress of the project while providing data for evaluation conducted later from monitoring. Varieties of tools are available for monitoring. One of the most important tools is the monitoring tool. A monitoring tool is a document in the possession of project implementation agencies which is used to track the progress of the project. A management tool provides continuous information on the project progress. Continuous monitoring also helps continuous verification of the project progress. The document establishes quantified and time bound targets with measurable indicators to show the project progress. It also signals key risks and assumptions that would happen and affect the project performance. Other than monitoring, the tool is also useful in project control, since it provides information to the managers who will take informed decisions for the projects, during progress.
 
   The tool keeps all project team members abreast of issues, developments and progress. The tool lists the day-to-day activities, important milestones, and indicators. Provides a structure where all team members can see the progress of the project. The tool is designed to provide objective, well-supported information about the project practices, to provide a basis for correcting and decision making. The monitoring tool is normally applied with working teams with the aim of creating conditions to continuously verify the project work in progress and the achievement of expected outcomes. The tool highlights the possible divergences between what was planned and what has actually been achieved. The unit of monitoring is based on individual groups, geographical units, activities, financial cost allocated to individual activities, the scope of the project among others. The basic idea is based on baseline information from which to compare the project, as the initial basis for monitoring, then checking progress against designed indicators indicating the benchmarks for progress. 
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   This chapter answers the question as to how monitoring and evaluation is associated to the project. Monitoring and evaluation do not operate in isolation but they are important components of the project planning and management concept. In a way, which we will be discussing further, both should be integrated into the project design, as the part of the comprehensive project. They are effective as tools for enriching the quality of the project by checking and ensuring exceptional performance of the project. They can be useful as they reinforce and confirm the project design, improve the value of project interventions, improve decision-making, and boost learning. Just like the term used in computer GIGO (Garbage In Garbage Out). Poor quality of project design can impinge on the quality of monitoring and evaluation expected in the project. To realize the value of monitoring and evaluation one needs to incorporate lessons learned in the various stages of the project cycle, hence improve the complete process of the project. Ultimately, the experience gained from the project process can be useful in continuous refinement and improvement of monitoring and evaluation tools to better the tools since lessons learnt from project implementation can contribute to the enrichment of the tools. Essentially, learning experience facilitates rationalization of the purpose of the project cycle where at the identification and conceptualization stages of a new project, the design must integrate relevant lessons learned from previous or ongoing projects. That is to say information source being previous monitoring and evaluation. 
 
   Monitoring and evaluation plan is drawn as an integral part of the project design where the initial baseline data gathering is important as a reference to addressing the project objectives hence targets set according to the goal or objectives of the project. Types of monitoring and evaluation, sources of data needed, methods and tools for data collection and analysis required are defined and determined early in the project. As a distinct ingredient that enhances the project, the design is interwoven with key elements of monitoring and evaluation such as the inputs, objectives, indicators, outputs, outcomes and the goal. These elements bring closer monitoring and evaluation with the project process to allow counter checking of the project’s progress. Normally, these are pointers essential for the purpose of integration between the project design, monitoring and evaluation, without which the basis of conducting monitoring and evaluation is unfeasible. Explicitly, the project is deliberately designed to incorporate issues that are linked to monitoring and evaluation. This demands the intense responsibility of planning and designing of the project be linked with prior knowledge of the monitoring and evaluation plan which is ought to be done as a constituent part of project planning and resultant design. The following figure shows monitoring and evaluation place in the project cycle.
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   Figure 2. Placing Monitoring and Evaluation in the Project Cycle
 
    
 
   The initial quality of project design strongly influences the ease with which monitoring and evaluation are conducted throughout the life of the project. This then requires that development of monitoring and evaluation plan start at the conceptualization, identification and planning stages of the project. A good design, focused on clear logic and viability, enhances the relationships between project strategies and monitoring and evaluation. A well established degree of flexibility allows monitoring and evaluation determine the course of the project. 
 
   Monitoring and Evaluation Framework 
 
   During project formulation, tangible monitoring and evaluation framework should be developed and included in the project design details. This framework should provide sufficient detail to enable resource allocation, provide an overview of how monitoring and evaluation will be planned and conducted, and provide direction for the project to follow catering for monitoring and evaluation entry point. Moreover, all the stakeholders should be involved in the formulation of the framework. This brings into the project varied perspectives and helps to incorporate all the desirable issues that need to be monitored or evaluated as the project advances. The framework details the objectives, tools, methods and types of information to be collected to assess progress and impact. It can be a useful guide as a checklist for ensuring the capacity of an organization to conduct monitoring and evaluation. The following table 2.1 is a sample summary of the framework. The specific objective is to reduce the incidence of malaria; the indicator should be the percentage reduction of the incidence of malaria. Information will be collected from cases of malaria and the treated nets supplied. The tools for collecting data will include medical records, interviews, guides and questionnaires. The methods that will be used for collecting information are document reviews and interviews. The tools of analysis information will include computers using SPSS and Excel packages.  
 
    Table 6. Monitoring and Evaluation Framework
 
    
    
      
      	 Specific objectives 
  
      	 Reduce the incidence of malaria by 2012
  
     
 
      
      	 Monitoring and evaluation indicators
  
      	 Percentage reduction of incidences of malaria
  
     
 
      
      	 Information to be collected
  
      	 Cases of Malaria Treated nets supplied 
  
     
 
      
      	 Tools for collecting information 
  
      	 Medical records, interview guides, questionnaires 
  
     
 
      
      	 Methods for collecting Information
  
      	 Documents review, interviews
  
     
 
      
      	 Tools of analysis information
  
      	 Computers using SPSS and Excel
  
     
 
    
   
 
    
 
   
 
  

Project Models: Standard Monitoring and Evaluation Practice
 
   Before we discuss about the logical framework approach, it is better to understand the standard monitoring and evaluation practice. These are the levels that project logically progress through. The subsequent steps after the first are dependent on the successful ones. Standard monitoring and evaluation practices go through what is known as the project model. A project progresses through the inputs, activities, outputs, outcomes and impact as illustrated in figure 2 below. The entry point into the model is the input. At the input level, the inputs are defined, identified and then monitored. As one goes through the process of activities, which start from monitoring the inputs ends up at a higher stage where the impact of the project is measured towards achieving the goal. Broadly, as the project advances to the higher levels of the tools, methods and information it moves from a kind of specific to generalized state, from quantitative-ness to qualitative-ness. A good example is at the input level where one progresses from specificity to generalization, for instance at the project design and planning stage; the time-frame, cost and scope are somehow fixed entities. At the impact level, the evaluation relies more on the diverse perceptions of the beneficiaries, which are more generalized in nature as compared to specificity at the lower level where one relies more on secondary information records, reports, articles receipts etc. than primary information applicable at the advanced stage (impact) where data is collected through fieldwork, surveys etc. Besides, at the lower level, monitoring is more appropriate than evaluation since that is the level where intensity of the process takes place i.e. implementation. At the upper level, evaluation is appropriate in order to measure the effectiveness and impact of the project as well as sustainability. 
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   Figure 3. Project advance in Monitoring and Evaluation
 
   Eventually as the project advances from the input level towards the goal level, the control on the management eases at the first two levels, inputs and activities. In the real sense the part of the project where the management is in full control is during implementation, while as the project moves to advanced levels such as the outcome and goal, the management will have no control of the project. Once the outputs are in place, the project on its own is expected to achieve the rest; outcomes and the goal, without the project management influence. However, it is important to note that despite lack of project management control at the higher level of the project, monitoring and evaluation can be done through the entire process. Any negative or positive consequence at the outcome or goal levels will be credited to the initial stages of the project. This implies that the quality of the process at the early stages will determine the outcome and goal of the project. A poor design and process will certainly result in bungle of the project hence failure to advance to the next level. Essentially, monitoring and evaluation should track the process of the project to guarantee a quality process is delivered to ensure a successful result. For instance in a school project aimed at alleviating illiteracy will start by setting up the structures; houses, dining hall, fencing, the gate, management office etc. Planning, designing and construction which are at the level of “inputs,” “activities” and “outputs” will be in the control of the project management team. The output (structures) is the utmost level that the project management team can be in control. After that, the number of students reporting to the school and the number that will successfully study and get knowledge will not be in control of the project management teams, both of them are at the “upper” level of the project. However, the size, quality and target area will determine the number of students in the project school which should be in the project manager’s initial plans and targets.   
 
   
 
  

Logical Framework Approach
 
   Several tools can be used to conduct a monitoring and evaluation exercise. These tools act as guides that aid concrete monitoring and evaluation. One of the most important tools, the logical framework has been discussed fully in this book. The logical framework approach can be a very useful tool that integrates monitoring and evaluation with the project design since this tool aids managers of the project as well. The logical framework tool for project management provides an essential component for the entry of monitoring and evaluation into the project design. The logical framework approach provides not only a project dimension, but also forms a basis for monitoring and evaluation. As part of the obligations of the logical framework approach, it is a way of presenting the contents of a project in such a way that it facilitates monitoring and evaluation while verifying the integrity of the planning process. Essentially, the approach provides a structure for project monitoring and evaluation as it does to project design and implementation.
 
   The logical framework approach comprises the approach and the matrix. Sometimes the two terms, the Logical Framework (LF or Log frame) and the Logical Framework Approach (LFA) get confused. The Log frame is a matrix document while the Logical Framework Approach is a project design methodology. The latter’s process starts at the situational analysis going through the stakeholder analysis, problem analysis, objective analysis, alternative analysis and ends-up designing log frame matrix, the former (LFA). The document describes the problem situation in detail, identifies the stakeholders and describes the effects of the problems on them, describes the means to solving the identified problems, selects a feasible alternative strategy project. In other words, the purpose of the logical Framework is to identify problems and needs in a certain sector of society, facilitates selecting and setting priorities between problems and projects, facilitates the project plans useful for implementation of the project process. Ultimately, it helps in significant follow-up on the precise projects in the course of monitoring and evaluation. 
 
   
 
  

 
 
   Situational Analysis
 
   At the start of the Logical Framework approach is the situational analysis which is conducted with the objective of building a foundation for tangible decisions on project priorities and to justify the investment of projects’ limited resources. A situational analysis describes the situation surrounding the problem, commonly known as the project environment. It involves determining the stakeholders, identifying the problems that exist and then prioritizing on the identified problems. A situational analysis should be carried out in a manner that builds better and deeper perception of the context or situation to encompass all stakeholders in a sector. For instance, a situational analysis includes seeking for advice from local community leaders, members, government agencies etc; broadly referred to as project stakeholders. They can be very valuable in focusing the project efforts and developing needs-based project for specific audiences. This will be important for the target group served will feel that they have been meaningfully involved in the project.
 
   A situational analysis may be broad based or highly specific, depending on the project’s aim and focus. The scope of the analysis should have a clear focus and purpose directed toward a specific subject, clientele, time, location, or other pertinent factors. Some of the factors to be considered in conducting a situational analysis will include; the community demographics, micro and macroeconomic structure of the area, governmental, public, private, community, and other support systems available. It also considers the general characteristics of the populations’ educational levels, cultural attributes, lifestyles and living standards, the primary economic and social occupations, income levels, services available as well as any other aspect of the society that may be useful in assessing factors such as attitudes, motivation, and other characteristics of individuals in the community environment. 
 
   Stakeholder Analysis
 
   A Stakeholder can be defined as; any individual, group, or institution that has a vested interest in the natural resources of the project area or who potentially will be affected by project activities and have something to gain or lose if conditions change or stay the same. Primary stakeholders are those ultimately affected, either positively or negatively. Secondary stakeholders are the intermediaries in the project delivery process. The aim of stakeholder analysis process is to develop a strategic view of the project on the human and institutional, and the relationships between the different stakeholders and the issues they care about most. The importance of the stakeholder analysis is that; it determines the success of the project since it considerably gives people a say over how projects or policies may affect their lives. If the analysis is initiated early in the project process, it can generate a sense of ownership hence essential for the projects’ sustainability. It provides opportunities for learning for both the project team and stakeholders themselves, builds capacity and enhances responsibility on the part of both the beneficiaries and the rest of the stakeholders.
 
   The stakeholder analysis is the first step in the logical framework approach to understanding the problem and can be a useful tool in determining the stakeholders of the project. The initial step in this analysis is identification of the range of stakeholders. The next step is to work out their importance, influence and interest in order to understand who to focus on. The final step is to understand how to deal with the identified variety of stakeholders so that you can effectively manage them. The objective being to reveal, discuss and determine the interests and expectations of persons and groups of those which are important to the success of the project. Normally the project affects more and more people. As more and more people are affected by the project, the more likely that the project actions will impinge on people who have power and influence in the community. These people could be strong supporters of your work or proponents who will block it. A stakeholder analysis will help in identifying these people then knowing what to do with each element, either as individuals or groups of people. 
 
   Who are the stakeholders? 
 
   A stakeholder is any person or organization, who can be positively or negatively impacted by, or cause an impact on the actions of a company, government, or organization. A definition by Allison et al, a stakeholder is simply anyone who cares, or should care, about the organization – anyone who has a stake in the success of its mission. This encompasses those who must implement the strategic plan, those who benefit from its implementation and those who could significantly help or hinder its implementation (Allison & Kaye, 2005). The definition states that stakeholders are people involved in or affected by the project activities and may include the project sponsor, project team, support staff, customers, users, suppliers and even opponents of the project (Schwalbe Kathy, 2010). Some of the qualifying factors for one to be considered a stakeholders include shared information, sector of operation, neighbourhood, trainings of project staff, authority, supervision, environmental, union and many others. These are issues that affect the functioning of the project if their interests are or not taken into account. The following illustration shows how the project is placed within the functioning of other institutions in an area. All these institutions would qualify to be project stakeholders.  
 
    
 
    [image: ] 
 
    
 
   Figure 4: Project Stakeholders 
 
   Benefits of the Stakeholder Management 
 
   Stakeholder analysis helps with the identification of the following
 
           The stakeholder analysis can act as mechanisms to influence other stakeholders through others
 
           It becomes easier to identify the potential risks from a broad point of view
 
           The project teams can anticipate the likely reactions towards the project and proactively build an action plan that will accommodate the broader concerns to win the stakeholder support. 
 
           It helps by identifying and keeping the key people on the project during the entire project process
 
           The opinions of the powerful stakeholders can help to shape the project at an early stage. 
 
           Gaining support from powerful stakeholders can help the project gain more resources as this makes it more likely for the project will be successful
 
           By communicating with stakeholders early and frequently, ensures that they fully understand the project process with all the benefits due and the project can gain active support when necessary
 
           The project team identifies conflicting or competing objectives among stakeholders early so that they can develop a strategy to resolve the issues arising from them. At the same time, negative stakeholders as well as their adverse effects on the project will be addressed. 
 
   
 
  

Steps in Stakeholder Analysis
 
   Stakeholders are sometimes very difficult people to handle since some of the stakeholders would have very high expectations from the project which may not be delivered by the project at all. With this in mind, the stakeholders need to be cooperative and collaborative to the project under whatever circumstances as the only way of steering the project to success. In addition, there would be a broad category of stakeholders available in the project areas while most project teams would not be aware of such a range. Essentially, a stakeholder analysis will affirm that the indispensable stakeholders of the project are brought on board. 
 
   "Stakeholder management is critical to the success of every project in every organization I have ever worked with. By engaging the right people in the right way in your project, you can make a big difference to its success... and to your career." Rachel Thompson, Experienced Project Manager. Sited in Mindtools newsletter
 
   The following steps are necessary to guarantee a worthy means of handling the stakeholders.
 
   1. Stakeholders Identification
 
   The first step in stakeholder analysis is to brainstorm who the project stakeholders are, through a community interview or in participatory approach sessions. As part of this, think of all the people who are affected by the project, who have influence or power in the community or project, or have an interest in its successful or unsuccessful conclusion. These kinds of stakeholders include people from the community circle who are working there or are the original members of that community. Stakeholders may be both organizations and individuals though ultimately you can only communicate with individual people. So identify and analyze the people behind the stakeholder organizations, making sure that the right individual stakeholder representing the organization is identified. Given the potential impact of stakeholder attitudes and influence on the success of a project, it is often best to ensure a wide span of the stakeholder analysis. Make sure that legitimate stakeholder interests and concerns are effectively addressed during the process of the project. 
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   Key Questions in Stakeholder Management
 
           Who are our stakeholders?
 
           What are stakeholders’ stakes?
 
           What opportunities and challenges do the stakes and stakeholders present? 
 
           What are the organizations economic, legal, ethical and responsibilities?
 
           What strategies or actions should the managers take to better manage stakeholder challenges and opportunities?
 
   2. Assessing the Influence and "Importance"
 
   After selecting all the categories of individuals you think are the stakeholders of the project, you may now have a long list of people and organizations that are affected by the project. The reality on the ground is that, some of the stakeholders may influence others to either reject or accept the project. Some may be interested in the project while others may not care. The key stakeholders are those who can significantly influence, or are important to the success of the project. Influence refers to how powerful a stakeholder is; "importance" refers to how important the stakeholder is to the project. The important stakeholders are those the project is meant for; whose problems, needs and interests are the priority of the project. In most projects, the ultimate aim of the project is these "important" stakeholders. If they are not assisted effectively then the project justification is not guaranteed and cannot be deemed as a "success.”
 
   A common method of stakeholder analysis is a Stakeholder Matrix. This is where two types of stakeholders are plotted against two variables. These variables can be the level of ‘power’ against ‘interest’ of the stakeholder or ‘importance’ against the ‘influence’ of the stakeholder. The concept is the same, though the emphasis is different. However, this method gauges the kind of stakeholders that are in any project. The following is a sample matrix where “importance” is plotted against “influence” variables.
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   Figure 5: Stakeholder Assessment 
 
   Adapted from; FAO Project Cycle Overview. Participant's Module- Phase 2 (2005)
 
   In the above sample, the four boxes are allocated letters A through D to represent the two variables for the stakeholders. The four attributes represent the characteristics of each of the category stakeholder. When developing the matrix, the letters A-D are replaced with the names of members whose traits are best represented by the attributes in the category. This is so since the category is broken down to the individual level. Ultimately, the individual represents each category in person. The suggestion of each box is summarized below; 
 
   BOX A: These are stakeholders with high influence and can affect the project outcome. Their interests are not important with the overall purpose of the project. For the sake of the project survival, keep these stakeholders adequately informed, and always keep them close to the project to ensure that no major issues are arising. These people can often be very helpful with the detail of the project. They would include financial administrators or even politicians, who can exercise considerable prudence over the project. These stakeholders might be sources of risk, hence will need careful monitoring and management. 
 
   BOX B: These are stakeholders with a high degree of influence and of high importance. They must be engaged in the project, and their satisfaction guaranteed. Therefore, the project implementing agency will need to build good working relationships with these stakeholders in order to ultimately ensure an effective partnership of support. Examples would be such people as senior officials and politicians or trade unions from the project region. 
 
   BOX C: These are the stakeholders with low influence and low importance to the project. They may require limited monitoring, since they are less likely to affect the project outcome. These would be poor, less powerful and marginalized elements in the community of the target group. Under normal circumstances, these are the stakeholders who are the majority in any project environment and somehow they will benefit from the project. 
 
   BOX D: These are stakeholders of high importance, but with low influence. Satisfy these stakeholders by giving them sufficient work, but not so much that they become bored with the project. They will entail special efforts if their interests are to be protected since they are primary stakeholders and they represent the rationale behind the project. An example may be traditionally marginalized groups (e.g. Indigenous people, youth, seniors), who might be the beneficiaries of a project, but who have little influence. 
 
   3. Stakeholders' Management
 
   “Being able to work well with powerful people is a critical work skill. If you can do it, you'll shine as a potential future star. If you can't, your career will quickly stall.” Mindtools 
 
   At advanced levels of the stakeholder management, approaches can be varied in practice, spanning from instrumental approaches, which use stakeholder relationships strictly as an instrument to maximize project success rates to normative or intrinsic approaches where fundamental principles guide how a project does business particularly in respect to how stakeholders are treated. The success of a project will partly depend on how you manage your stakeholders and their satisfaction. In this book, we may not deal with this complex approach mentioned above. For the sake of understanding, we shall deal with the stakeholder management at a community project environment. 
 
   It is advisable that, at the planning stage of the project involve stakeholders in creating the goals and objectives of the project. Stakeholders are normally not very keen to participate but engaging them at an early stage of the project will help ensure success. Therefore, this makes it the duty of the project management team to identify, incorporate and manage the stakeholders. As part of managing them, all projects need a clear set of deliverables aimed at achieving the project goals and objectives, without which the mandate of the project in limbo. It either starts at the varied or intense expectations, from both parties, which should be communicated clearly to the stakeholders and efforts made to ensure that there is a clear understanding of all the elements regarding the quality and composition of each deliverable. In order to achieve these trends determine the most effective style of communication that will avoid any barriers to effective communication between the stakeholders and the project team. The participants can be involved in varying levels of participation given that there are normally varying levels of involvement of the stakeholders. We can discuss the four general types of communication with the stakeholders;  
 
   Providing Information – a one-way flow of general information to keep people informed about developments 
 
   Consultation – a two-way flow of more specific information, where views are taken into account in decision-making 
 
   Collaboration – two-way communication where stakeholders assume greater control over decision-making in a partnership with the donor/lead agency 
 
   Empowerment – two-way communication where primary control of decisions is entrusted to the stakeholders, often after capacity-building efforts have taken place to make this possible and in accordance with donor financial and reporting requirements. 
 
   The four types have been adapted from; FAO Project Cycle Overview. Participant’s Module- Phase 2, (2005)
 
   Once the project is running, the whole ranges of stakeholders need to be kept informed of any progress by the project management. Another effective way of communicating progress is via regular progress reports. The project reports form useful exhibit of the project consequences and should be dispersed to all relevant parties.
 
   
 
  

Problem Analysis
 
   Problem analysis is defined as identifying the important elements of a problem situation by analyzing relevant information, framing problems, identifying possible causes, seeking additional needed information, framing and reframing possible solutions, exhibiting conceptual flexibility and assisting others to form reasoned opinions about problems and issues (Thomson, 1993 in Achilles, Reynolds, & Achilles, 1997).
 
   As one of the elements of the logical framework approach, before we start to design the logical framework matrix, we need to analyze the problems that exist in what is commonly known as problem analysis. Problem analysis can be done at project identification stage such as needs assessment. All the problems in the community are captured in the problem analysis. This captured information can be useful when constructing the logical framework later in the logical framework approach. Problem analysis should involve the whole variety of the project stakeholders as a participatory event where those concerned will provide their perspective to help in the determination of the situation more aptly. The process is usually carried out by a facilitator and the basic purpose being to help in the identification of the problems in the community. It represents the first step in project design and helps primary stakeholders to identify the causes and effects of their problems. The stakeholders identify and analyze the problems that the project is trying to overcome. Steps in conducting problem tree analysis are of identifying the problems then developing a problem tree. The basic purpose behind tree notion illustrates the roots, stem and branches as signifying the root cause, the core problem and the branches representing the effects respectively. Valuable problem analysis integrates different stakeholders in order to incorporate their varying perspectives. The result of this analysis is the development of a tree diagram that links problems with their causes and effects, referred to as the problem tree. A problem tree can be used as a visualization tool for the project. 
 
   Figure 4 illustrates the details of the steps in problem analysis; identifying cause and effect, determining the core problem, checking the logic and finally sketching the problem tree diagram. 
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   Figure 6: Steps in Problem Tree Analysis
 
   When constructing a problem tree, with the stakeholders, first agree on what the main problem is; problems would be such issues as poverty, crime and so on, usually the one identified during project identification. Then, identify the causes of the main problem. Note that a problem is an existing negative state not the absence of a solution. Identify major existing problems, based upon available information from brainstorming, interviews, participatory approaches etc. Select one focal problem for the analysis and Identify sub-problems and direct causes of the local problems. Try to capture all the problems that exist and list all of them. After which effects of the main problem are identified. Next, construct a problem tree showing the cause and effect relationships between the problems. Go through the list of problems and list as many effects as the problems and the effects appropriately linked to the identified problems. Check through the problem tree to make sure that each problem logically leads to the next problem and to the effect. Finally, review the problem tree, verify its validity and completeness, and make necessary adjustments. The rationale of the problem tree tool is to enable stakeholders get to the root of their priority need and to investigate the effects of their core problem. The problem tree analysis uses a bottom-up approach of development strategy. It entails the idea that identification of problems at the level of the community implies that the identified problems are the authentic problems facing the community, since they were identified by the community themselves. Essentially, the assumption being that the tool identifies the problems in the community, as they evidently exist. When used for the purpose of the project development, based on the findings, the right project can be designed that represent the views and feelings of the community. 
 
   The problem tree indicates the cause-effect relationship. This is normally referred to as a causal relationship. Remember not casual. The two terms are likely to provide challenges to many scholars. They are normally confused and used interchangeably. Therefore, if you are not very keen you would use casual instead of causal and that would mean a different thing from what you are really implying. 
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   Figure 7. Relationships between Problem and Objective Trees
 
   
 
  

 
 
   Objective Analysis
 
   The objective tree immediately follows the problem tree in the approach. However, in the objective tree, we reformulate all the elements of the problem tree into positive, desirable conditions. Really, this analysis is mainly the translation of the negative situations in the problem tree into a realized positive state. We develop and structure the objective analysis to array with the analysis of problems ensuring verification of the hierarchy of objectives and visualization of means-end relationships. In such a way that the objective tree items are mirror images of the problem tree diagram where the problem statements in the problem tree are converted into objective statements and eventually into an objective tree. For example, 'low maize production' is converted into 'improved maize production’. 
 
   Objectives in the objective analysis are specific to the project’s intended interventions leading to the project long-term goals. They should be clear; specific, measurable, achievable, realistic, and time bound (SMART) and useful for the project and evaluation. Notably, a problem tree shows cause-effect relationships while the objective tree shows means-end relationships where the means should solve the problem identified at the problem analysis stage. For the resulting means-ends, relationships of the objective tree ensure validity and reliability of the information on the problem tree. Finally, in the objective analysis connecting lines are drawn from an assumed “means” to an “end” to indicate the means-ends relationships. 
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   After identifying the problems and mobilizing the objectives to solve the problems, it is often true that so many objectives would have been identified as the solutions to the identified problems. When such a situation arises, an alternative analysis is conducted to choose alternative solutions to the problem. An objective tree generally shows a large number of possible strategies or means-end links that could possibly contribute as a solution to the identified problems. It is unlikely that any single project will solve the several problems identified at the problem analysis. This is due to the limited scope and resources normally allotted to projects. Using the means-end problem solutions identified in the objective analysis, an alternative analysis selects the most promising strategy to solve the selected problem by probably prioritizing on the problems. The analysis identifies “means-end” ladders, as possible alternative options that in the end become the project components. Undesirable or unachievable objectives replicated by other projects in the area are eliminated at the alternative analysis stage since they may not remain valuable to the project. 
 
   At the alternative analysis stage, a feasibility of the different alternatives is assessed where some of the alternatives are selected as the project strategies. A specific decision criterion is applied in order to select one or more means-end chains to become the set of objectives that will form the project strategy. For instance in the participatory approaches, some prioritization tools such as ranking exercises can be useful for determining the project that best suits the situation. Such criteria would consider selecting the most viable alternative based on; Total cost, benefit to the priority group, the probability of achieving objectives, Social risks possible among others as you look at the technical, financial, economic, institutional, social /distributional, environmental issues. 
 
   
 
  

Developing the Logical Framework Matrix
 
   The result of these analytical approaches is summarized in the log frame matrix, which reviews project propositions, how things will be done, the kind of effects expected, the key assumptions, and how outputs and outcomes will be monitored and evaluated. A log frame summarizes, in a standard format what the project is going to achieve, the activities that will be carried out to achieve its outputs and purpose, the resources (inputs) required, the potential problems, which could affect the success of the project and how the progress and ultimate success of the project will be measured, verified and confirmed.
 
   For our understanding, the log frame tool can be useful for the projects in three aspects; 
 
    
    	              Project Design and Planning
 
    	              Project Implementation
 
    	              Project Monitoring and Evaluation
 
   
 
   The latter is very important for our topic in this book where the log frame facilitates monitoring and evaluation. This book exclusively discusses the link of the matrix and the project design guiding the subsequent project monitoring and evaluation. The remaining part of this book provides details of the components of the logical framework matrix, which is a challenge for many learners. I hope this does not apply to you. From my experience, it was not very easy. However, we got to know it anyway. 
 
   
 
  

The Logic in the Matrix
 
   There are three logics in the logical framework illustrated in table 2.2 below. I hope you know what the term logic refers to. Going by Wikipedia definitions, “Logic is the study of reasoning. Logic is used in the most intellectual activity, but is studied primarily in the disciplines of philosophy, mathematics, and computer science. Logic examines general forms which arguments may take which forms are valid, and which are fallacies. It is one kind of critical thinking.” (Wikipedia 2010)  However, for the logical framework, logic refers to rational sequence order consistent in the logical framework hierarchy, to the objective connection to provide a reasonable meaning. OK, the three logics in the logical framework are; first, the intervention logic which runs vertically though sometimes considered as part of the vertical logic but on the first vertical line of the matrix; second, the vertical logic connects the cells vertically and third, the horizontal logic connects the columns horizontally.
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   Figure 8: The Logic in the Logical Framework
 
   1. The Intervention Logic
 
   The first column in the logical framework matrix provides for the intervention logic, which is the basic strategy underlying the project’s intervention. Being for our purpose, the first vertical line of the intervention logic in the matrix is to some people considered part of the vertical logic. We will discuss it separately since it represents a very important part in the logical framework. It comprises the positive states realized by the interventions of the project, which include the goal to which the intervention will contribute, then the purpose, outputs and activities all derivable aspects of the project. Well so far so good! In the intervention logic, we “think upwards” but when drawing the log frame matrix it is filled downwards as a rule set by those who developed the tool before us, but also to ease the rationale of effectively filling the matrix. As the word suggests, the intervention logic refers to the key issues that have to be accessed by the project in due course. 
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   Figure 9: Developing the Intervention Logic
 
   The intervention logic hierarchy runs from the inputs to the goal level considerably the epic of the project, where we presume that; with the availability of the means (inputs), we can carry out the activities of the project; by the execution of the activities, outputs are attained; outputs will result to the project purpose and through the project purpose, the intervention contributes to the goal. The goal is normally the purpose of the project. The following are the different terminologies used in the logical framework matrix
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   Elements of the Intervention Logic
 
   Goal — The goal is the highest intervention logic in the logical framework hierarchy. The simplest way to understand the goal; it is our development dream. However, for now it refers to the highest level of objective to which the intervention will contribute. The rest of the interventions and activities will contribute to the realization of this objective, which is the desirable ultimate aim of the project. The goal is thus a statement of purpose that explains the main reason for the mission of the project. The goal is a wider positive effect to which the achievement of the project purpose will contribute e.g. increased incomes, improved nutritional status, reduced crime etc. By referring to the goal, one can determine the expected impact of the project. In the long-run, measuring the impact will indicate the variance of the project with the goal. The successfulness is therefore the positive aspect of the project. 
 
   Project Purpose — refers to the tangible benefits of how beneficiaries use the project outcome and what the project is expected to achieve in terms of development. It is the improved situation that the project will contribute to if completed successfully. Benefits to the beneficiaries should be sustainable and equitable (taking into account gender, age, race, and ethnicity) which are always the broad purpose of the project. Examples might include increased agricultural production, higher immunization coverage, cleaner water, or improved local management systems and capacity. 
 
   Outputs — are the immediate physical and financial results of project activities. The outputs together will lead to the realization of the project purpose and in the end the goal. They are specific tangible products (goods and services) produced by undertaking a series of tasks or activities. Each component of activity should have at least one contributing output, and often the objective overly have up to four or five. Just as the inputs and the activities, the effect on the delivery of outputs should largely be the end of project management's control. Examples of outputs are; kilometers of roads constructed, number of colleges renovated, and number of farmers attended an exercise; number of school books printed, etc. 
 
   Activities — sometimes referred to as tasks, they are actions taken or work performed where inputs are mobilized and when utilized produces specific outputs or create the outputs that will result in achieving project objectives. They are interwoven actions as a package to achieve the next level of intervention of outputs. The activities utilize inputs which can be in the form of resources. The activity section in the matrix is the first level to be achieved after inputs have been injected into the project. Normally the numerous resources are allocated to specific tasks that must be accomplished in order to move the project to the next level. These activities have to be executed by the project organization. Activities have to be conducted in a logical sequence, where one activity would either depend on another being completed or done concurrently. The activities flow from the physical and non-physical means and costs (inputs) necessary to carry out the activities, which must be available before the project works out though the input segment is not included in the matrix.
 
   The inputs are the resources required to undertake the activities and produce the outputs. There are two major types of resources in the project; the human and funds. The rest of the resources encompass around these major resources. In the logical framework matrix, the specific inputs should not be included though assumed to be contributing factors to the matrix from the “side.” However, the type of inputs utilized must be mentioned by the “side” as well. Each of the inputs must be utilized in order to move the project to the next level. 
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   2. The Vertical Logic 
 
   The vertical logic has four levels where each lower level of activity must contribute to the achievement of the next higher level. It elucidates the causal relationships between the different levels of objectives, and specifies the important assumptions and uncertainties beyond the project management's control. The capacity of the project to move to the next higher level will solely be determined by the assumptions, which are concrete determinant factors of the project proceeding from one lower level to the next higher level all the way to the goal as the highest level. Each level has a set of the logical framework items referred to as objectives. The items are the intervention logic, with its corresponding means of verification, objectively verifiable indicators and the assumptions. These sets of items are addressed by the logical framework sequentially “flowing” upwards from the lower level to the higher level. For instance, project activities contribute to the achievement of project outputs. The achievement of the project outputs lead to the achievement of project purpose and finally the purpose contribute to the goal of the project. The goal is the ultimate aim of the project; the reason for the project existence. The description in the matrix involves a detailed breakdown of the sequence of causality. This can be expressed in terms of;
 
                                                                                                                                                                                                                                                                        If inputs are provided, then the activities can be undertaken 
 
                                                                                                                                                                                                                                                                        If the activities are undertaken, then outputs will be produced 
 
                                                                                                                                                                                                                                                                        If outputs are produced, then the purpose will be supported, and 
 
                                                                                                                                                                                                                                                                        If the purpose is supported, this should then contribute to the overall goal. 
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   Figure 10: Logic in the Objectives
 
   From the above information note that each level thus provides the justification for the next level for instance the goal helps justify the purpose, the purpose the outputs, the outputs the activities and the activities the inputs. The log frame structure is based upon the concept of cause and effect. Consequently, the vertical logic is based on causal relationships starting from the bottom upwards (Chambers & et al, 2005).  
 
   3. Horizontal logic
 
   Horizontal logic is the logic that goes across the matrix and describes how the achievement of the objective will be measured or verified [Indicators], How this information will be obtained [Means of verification], what external factors that could prevent the project from achieving the next level objective [Assumptions]. The columns of the logical frame matrix represent the levels of project objectives (hierarchy of objectives) and the means to achieve them. Details of each of the elements in the horizontal logic have been explained further in this book,
 
   
 
  

 
 
    
 
    
 
   Indicators
 
   What are the indicators? Let’s go by Feuerstein’s definition; 
 
   “An indicator is a marker. It can be compared to a road sign, which shows you are on the right road, how far you have traveled, and how far you still have to go in order to reach your destination” Feuerstein (1992).
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   As in the above illustration and explanations, indicators show progress and help to measure change. They are units of measure that help to determine achievements that provide evidence on the progress of the project to attain expected objectives. According to Gudda (2011), indicators are measures of change brought about by an activity. A simple explanation of an indicator is like you tell someone where you will meet. This is normally, a point derivable and known by both parties. By the time you arrive, that is the time, you will contend to be there. You will confidently look around to see if the other party has also arrived at the spot. Key issues to note in this example are; derivable, by time and destination which is a point known by both parties. An increase or decrease aspect will normally have a tale to tell. For example, an increased number of television aerials in the community’s houses have been used as an indicator that the standard of living in that community has improved; which can be used to measure a reduction of poverty levels. An indicator of community empowerment would be an increased frequency of community members speaking at community meetings.
 
   Indicators are either quantitative or qualitative variables that provide a simple and reliable basis for assessing change or performance. Quantitative indicators can be easily monitored over time, while qualitative indicators help to outline the difficulties encountered and identify gaps in the project. Indicators should be established at the project design phase and dispersed according to the level they are required to measure such as; the impact, outcome, output, activities or input levels. The two examples of the indicators mentioned above relate to both the impact and outcome respectively. 
 
   Indicators must be valid, reliable, precise, cost-effective and stated independently from each of the levels. They should make it clear on how the target group will benefit from the realization of the project. Indicators should be specific in terms of; Quality (what?), Quantity (how much?), Time (when, how long?), Target Group (who?) and Place (where?). They should also be SMART, being a popular code for remembering the characteristics of good indicators. SMART represents; 
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   Figure 11: SMART Indicators 
 
   Developing Indicators
 
   A framework for monitoring and evaluation is essential for developing indicators. Note that indicators rely on the intentions and interests of the evaluator, especially when the evaluator wants to measure specific aspects of the project, such as effectiveness, efficiency, relevance, impact etc. The framework guidelines trace the objectives as in the logical framework. The following figure 9 provides further details on how to develop indicators and what should come into the evaluators mind while developing the indicators.
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   Figure 12. Developing Indicators
 
   Indicators can be developed using the participatory approaches. This requires the involvement of the stakeholders. It is assumed that these types of indicators are more valuable since they are broadly developed. They have a wider perspective while embracing the beneficiaries’ perceptions. The framework has four aspects depicted at the center; indicator identification, primary indicator evaluation, secondary indicator evaluation and final dissemination. At the start of the indicator identification is the process of identifying objectives and evaluation criteria for indicators then conducting the livelihoods analysis, identification of the indicators with the local community before supplementing the indicators with information from the literature. Essentially, at indicator identification we identify the purpose for evaluation and what we want to evaluate using certain criteria, some have been discussed in separate booklets in this series. In the primary identification, the indicators identified at the earlier levels are quality evaluated against accuracy, ease of use and relevance. Secondary indicators evaluation specifically uses the scientific validation of the short listed indicators as well as evaluation of the outputs with the local communities. These indicators are then utilized in the next level of dissemination by integrating the indicators with the management options. The manual developed is evaluated by the local community. The indicators are finally distributed and re-evaluated periodically. 
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   The following steps can be a guide to developing monitoring and evaluation indicators; 
 
   Step 1: Identify the problem condition you are trying to solve in a situation and visualize on how you like the problem-solved situation would look like. The indicators here will determine issues like the impact of the project on the target group. Examples of problems would be; Economic situation (unemployment, low incomes etc.), Social condition (security, health, education etc.), Cultural or religious condition (low attendance at religious services etc.), Political condition (women political unawareness etc.), economic situation (better employment opportunities, high incomes etc.) The effort thus solves the negative situation that is apparent in the project region, and then confirms if there is any progress to solving their problems. 
 
   Step 2: Think about and develop a vision of how the beneficiaries of the project will utilize the project results. Then develop indicators to measure how the project output will be utilized by the beneficiaries. The level of use will show the performance or success of the project at that level, which will impact to the achievement of the goal. This will give the impact indicators. These indicators at the purpose level will show how the beneficiaries have gained from the project through change of behavior or use of new capacities. The examples here include, if the project for community health, they will measure how the beneficiaries are using the medical facilities established by the project. 
 
   Step 3: Develop a vision of the kind of outputs expected from the project. Outputs are tangible immediate results of the project. The outputs can be measured in either quantitative or qualitative values. It has to be borne in mind that decisions are immediate in nature since these indicators are effective during the project progress. Deviation from plan are quickly noted and action taken. As output indicators, they track the various outputs of the project. For example, you want success to be achieved through community efforts and participation, then you process objectives might include things like community social workers trained and offering service to the community.
 
   Step 4: Develop a vision on the various activities expected through the project progress. The indicators here will be processed indicators these indicators will show the project’s performance within the stated time-frame, costs and scope. These indicators will show either aspect of achievement. Therefore, these indicators will track the schedules, budgets and the objectives of the project. For example, from the total time span that the project has achieved 50% to completion and has consumed 20% of the budget. 
 
   Types of Indicators
 
   There are several types of indicators. The main criterion for differentiation of the indicators is based on the level of the project, where they aptly link to the level of assessment (e.g. Output, outcome or impact). The indicators developed through these criteria will be useful to measure the project at that level. To be effective, the intervention should have clear objectives which should be operational at each type set of indicators. They should suggest the type of data to be collected and the reporting mechanisms needed. The following are some of the types of indicator;
 
   Input Indicators are quantified and time-bound statements about the resources provided to the project (Gudda, 2011). They rely on management, accounting and other resources used in the development of the project. They use management records illustrating the use of resources by the project. Because indicators use the functioning of the organization at the input level, a good accounting system is needed to keep track expenditures and the schedules developed to track timeliness. Input indicators are used mainly by managers closest to the tasks at the implementation level, and are consulted frequently, probably as often as daily or weekly. The indicators focus on the use of funds, personnel, materials, etc., necessary to produce the intended outputs of development activities. These indicators can utilize the relevance and performance criteria applicable at the implementation level. 
 
   Process Indicators; the process of the project is during the implementation phase of the project. Therefore, process indicators measure the progress of the project during implementation. They measure the extent to which stated objectives are being achieved. Indicators of processes capture information from project management records, field sites and are based on the costs, timeliness and the scope of the project. They apply at the relevance and performance criteria of the project. Examples include; Date by which building site clearance must be completed, the latest date for delivery of fertilizer to farm stores, a number of health outlets reporting family planning activity, the number of women receiving contraceptives, status of procurement of school textbooks. 
 
   Output Indicators; Outputs are tangible products of the project activities. Output indicators show the immediate outputs of the project availed after each of the tasks conducted at the project implementation. They are results of activities performed by different components of the project and use quantitative ways of measuring physical entities or some sort of qualitative judgment on timed production of outputs. A decision on the performance of the project is determined by reading the output indicators. They show the worth of the project strategy more so where the outputs are weak and poor, then the project effectiveness is cynical hence need adjustment. Therefore, output indicators will use the effectiveness criteria to show the performance of the project. Outputs include physical quantities, improved capacities, services delivered, systems introduced, milestones achieved, legislation passed, awareness campaigns affected etc. Specific examples are percentage of community members attending a community workshop, number of buildings constructed by the project etc. 
 
   Impact Indicators; Impact is the positive or negative, long-term changes that can be attributed to the project’s intervention. When impact indicators are being developed they forecast long term effects of the project on the target population after some duration of the project completion. Precisely, impact refers to the medium or long-term developmental changes expected on the beneficiaries or target region at the project completion. They are at a higher level of the project process. Impact often depends on data that are gathered from beneficiaries. To obtain early indications of impact, a survey of beneficiaries' perceptions about project services, is conducted. Measures of change often involve complex statistics about economic or social welfare and depend on data that is gathered from beneficiaries.
 
   Exogenous Indicators are those indicators that cover factors outside the control of the project but which might affect its outcome. These include risks and the performance of the sector in which the project operates. Data collection for monitoring and evaluation cover the wider external environment if expected to impinge on the project’s performance notwithstanding additional burden on the project’s monitoring and evaluation effort. Exogenous indicators will help in checking the project assumptions and risks that are likely to affect the project. For example during project implementation, policy decisions about currency exchange rates can adversely affect profitability. Management should carefully monitor and alert the project participants about deteriorating situations if the indicators of the environment indicate.
 
   Proxy Indicators refers to indirect measure or sign that approximates or represents a phenomenon in the absence of a direct measure. Cost, complexity or the timeliness of data collection may prevent a result from being measured directly. The proxy indicator is expected to provide reliable estimation of the direction of movement of the ideal but unattainable indicators. For example, number of children fully immunized is reliable on the proxy for infant mortality from immunizable diseases because immunization is known to be highly effective. Proxy indicators to qualify as a measure must have a strong causal link to the direct measure and should be measured on a regular basis. Proxy indicators can supplement unavailable information by obtaining data from related topics or different sources. This is often the case for outcomes in behavioral change, social cohesion and other results that are difficult to measure. For instance, if ethnicity in target villages is unavailable, you can supplement information by use of data on the mother tongue or spoken language. However, caution should be taken when interpreting proxy indicators. 
 
    
 
   Monitoring and Evaluation Indicators Case of National Integrated Monitoring and Evaluation System/strategy (NIMES)
 
   The following are some examples of indicators, which can help us, understand how to develop indicators. Based on NIMES, these indicators were developed to aid monitoring and evaluation of public projects in Kenya. 
 
     Proportion living below absolute poverty line
 
     Real annual growth rate of GDP
 
     Rate of inflation
 
     Ratio of budget deficit of GDP
 
     Ratio of domestic debt to GDP
 
     Ratio of public sector wages to GDP
 
     Ratio of government revenue
 
     Percentage of benchmarks achieved
 
     Ratio of concluded cases to reported cases
 
     Percentage of road network in ‘bad condition’
 
     Percentage of rural households with electricity
 
     Number of fatal road accidents
 
     Labor productivity 
 
     Percentage of districts using participatory decision-making 
 
     Proportion of public sector spending controlled and managed at the district level
 
     Annual rate of growth of contribution of agriculture to GDP
 
     Percentage of under-5 population underweight
 
     Net enrollment rate (primary school)
 
     Net enrollment rate (primary school) north-eastern province
 
     Primary school completion rate
 
     Primary school repetition rate
 
     Primary to secondary school transition rate
 
     Infant mortality rate (PROXY: percentage of fully immunized children under 1)
 
     Maternal mortality rate (PROXY: percentage of births attend by skilled health personnel)
 
     HIV prevalence rates for 15-24 year-old pregnant women (PROXY: proportion of pregnant women attending antenatal clinic who are HIV positive
 
     In-patient malaria mortality rate
 
     Area covered by gazetted forest
 
     Proportion of public sector project subject to environmental impact assessment
 
     Proportion of urban households with reliable access to water
 
   Source: Master Plan for the Implementation of a National Integrated Monitoring and Evaluation System for Kenya 2007- 2012
 
   
 
  

Means of Verification (MOVs) 
 
   Just as the word goes; means of verification implies the way that we can confirm, as evidence, of doing what we are purporting to have done. Information for the Means of Verification column should be developed at the same time as the indicators. It provides information to help justify the achievements of the project at the indicator level. The means of verification are like an exhibit to help verify what has been said to be done by the project at the various project intervals. During the process of the project, care should be taken to keep this exhibit which is in the forms of registers, receipts, records, notices, memos etc. This can also be data previously captured by various means, which can be available when needed in the course of evaluations. Means of verification should clearly specify the anticipated source of information, the methods to collect that data such as sample surveys, administrative records, workshops or focus groups, observation, participatory rural appraisal (PRA) methods or rapid rural appraisal (RRA) techniques, etc. Specify those who are responsible for data collection (e.g. Project staff, independent survey teams, etc.). Also, indicate the frequency with which the information should be provided (e.g. Monthly, quarterly, annually, etc.) and the formats required to record collected data. The means of verification is either more or less structured depending on the intervention logic level. At the lower level, monitoring and evaluation rely more on secondary information than primary. Secondary information is captured from such items as receipts, registers, records, etc., which is more applicable at the lower level of the matrix. At the upper level, which measures the project impact relies on interviews, questionnaires, etc., which are more of primary. The following figure 10 highlights this issue.
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    Figure 13. Means of Verification Stages
 
   
 
  

Assumptions
 
   Assumptions are conditions external to the project that may affect the progress or success of the project, and to which the project management has limited control. They are stated as positive conditions that need to exist to permit progress of the project move to the next level e.g. price changes, rainfall, political situation, etc. Assumptions need to be relevant to the project or otherwise relevant to the level of the objective to allow the project progress to the next level. Contrary to a risk, which is a negative statement of what might prevent objectives, or projects from being achieved, assumptions are a positive statement of a condition that must be met in order for project objectives to be achieved. It is important to note that assumptions are not delicate community problems. Assumptions if they prove they will impede on the project moving to the next level. It is vehemently significant to capture them and strategically manage the project to bypass these problems, or otherwise redesign or terminate the project. Assumptions are normally forecast and should be relevant and probable. Therefore, the decision to select an assumption depends on some sort of value judgement. This can be based on the normal occurrences of risks or events. If something rarely happens as a risk then the assumption is based on the rare occurrence aspect. The chance of that thing happening is treated as rare. As a suggestion, the best way to go about the assumptions is probably giving a percentage chance of something happening or not happening. Several aspects can be evaluated in this way and those with higher risks are denoted with specifications. This can help make a valid judgement on assumptions that can affect the project. For instance, if a project is located in an arid region you will not assume that the climate will be conducive for growing maize where maize has never grown. You may not assume also that it is going to rain in March when there is rare rain in that month. Provisionally, estimate that the assumption has a chance of happening before deciding on it as a problem. From your estimate if it has no chance of not proving do not bother about it. 
 
   Refer to figure 11 if an assumption is not important or almost certainly it should not be included in the analysis of the project and if an assumption is unlikely to occur, that is a Killer assumption, the project should be abandoned. Logical framework demands that all hypotheses, assumptions and risks relevant to a project are made explicit. This then further demands that the appropriate action is considered (and if necessary taken) before problems materialize and affect the project. Some factors to consider include; how important are the assumptions? How big are the risks? Should the project be redesigned? Should some elements of the proposed project be abandoned?
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   Figure 14. Assumptions Decision Tree 
 
   In the logical framework, relationships between the assumptions and the intervention logic are presented as causal, one step leading to the next. If one step is not completed successfully then the next will not be achieved. Remember it is not casual but causal. The causal relationship between the intervention logic elements and assumptions is as follows:
 
    If the preconditions have complied with, then the activities can be started;
 
    If the activities are realized, and if the assumptions on the activity level have come true, then the outputs will be realized;
 
    If the outputs are realized, and if the assumptions at the result level have come true, then the project purpose will be realized;
 
    If the project purpose is realized, and if the assumptions at the project purpose level have come true, then the goal will have significantly been contributed to. 
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   Figure 15: Developing the Assumptions
 
   An example of the project in this regard is where a project has been established for training the trainers (TOT) which will take one of its assumptions as, the trained personnel will stay to train other members of the community. It is likely that the assumption does not prove and once the training has been completed, the trained people become more skilled and then get better jobs outside the project. After they have left, the project process stops hence will not move to the next level to achieve its goal. Such risks do actually exist in many projects; you need to be almost content that the trained personnel will move to other jobs. Probably, if from a previous similar project they moved then you will be more content that they will move. If from the previous projects, after training of such people no one has ever moved away. Then you are almost sure that the trained people will never move away and they will stay with the project. Therefore, when deciding on the assumptions such authentications are very important. This requires one to gather sufficient information to make the right decision and judgment about the assumption. 
 
   
 
  

Logical Framework Matrix
 
   After determining all the necessary items to be entered into the log frame matrix, it is developed by drawing a table with four columns and four rows. The first rows enter the item names; goal, purpose, output and activities. Append appropriate information beside each of the items in the first column. Remember as mentioned earlier they are written downwards but read upwards. The next are the indicators corresponding to each of the first column items. The indicators vary depending on the level they are corresponding. The various types of indicators mentioned earlier in this book are indicated on each of the levels. For instance, the input indicators appear at the input level while output at the output level, the purpose indicators at the purpose level and lastly the impact indicators at the goal level. Next is the means of verification (MOV). The MOVs also fall into each level. In addition, the MOVs vary according to the levels appropriate for data collection. At the lower levels there is more of secondary information in the form of receipts, documents etc. On the upper level there is more of primary information collected through such tools as questionnaires, interviews etc. For all the “Boxes,” information corresponding to each of the objectives is entered. Table 1 provides further details;
 
   Table 7. Sample Logical Frame Matrix (LFM)
 
    
 
    
    
      
      	 Project Description
  
      	 Indicators
  
      	 Means of Verification (MOV)
  
      	 Assumptions
  
     
 
      
      	 Goal: The broader development impact to which the project contributes to.
  
      	 What are the quantitative ways of measuring, or qualitative ways of judging, whether these broad objectives are being achieved? (Estimated time) 
  
      	 Sources of information and methods used
  
      	 Factors are necessary for sustaining objectives in the long run
  
     
 
      
      	 Purpose: The development outcome expected at the end of the project. 
  
      	 What are the quantitative measures or qualitative evidence by which achievement and distribution of impacts and benefits can be judged (estimated time) 
  
      	 Sources of information and methods used
  
      	 Conditions necessary for the achievements of the project’s purpose in reaching the project goal 
  
     
 
      
      	 Outputs: The direct measurable Outputs (goods and services) of the project.
  
      	 What kind and quantity of outputs, and by when will they be produced? (Quantity, quality, time) 
  
      	 Sources of information and methods used
  
      	 Factors if not present, are liable to restrict progress from outputs to achievements of project purpose 
  
     
 
      
      	 Activities: Activities that must be undertaken in order to accomplish the outputs.
  
      	 Implementation/work project targets. Used during monitoring.
  
      	 Sources of information and methods used
  
      	 Factors that must be realized to obtain planned outputs on schedule? 
 
  
     
 
    
   
 
    
 
   
 
  

 
 
    
 
    
 
   Linking the Logical Frame and Monitoring and Evaluation
 
   Both the vertical and horizontal logics of the matrix help establish the basis for monitoring and evaluating of the project by asking how activities, outputs, objectives, purpose and goal can be measured, and analyzed against indicators, the means of verification and the assumptions necessary to enable advancement. Monitoring and evaluation trace the logical framework intervention logic from the activities to the goal level. An appropriate evaluation criteria of relevance, performance and success, is applied at each level of the logical framework matrix. Monitoring is most appropriate at the inputs, process levels. Evaluation can go through the whole range; inputs, process, outputs, purpose and impact levels. Relevance is applied at the input level. This is to find out the relevance of the problems to the correct beneficiaries, the objectives, the inputs, the right cost with pre-determined assumptions proving. Performance is appropriate at the activities and outputs level and determines how best the outputs contribute to the achievement of the project outcome. In the last two “success” is more appropriate at the purpose and goal level, where evaluation tracks the benefits impact on the beneficiaries. Moreover, at the high-level, how the products and services have been maintained which is sustainability. The following figure 13 summarizes how logical frame can be used for monitoring and evaluation purposes.
 
   Conclusively, monitoring and evaluation links to the logical framework matrix through the specific elements of the project, with each of the aspects being represented in the monitoring and evaluation criteria, in a way that it comprehensively traces the whole range of subjects in the logical framework matrix. 
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   Figure 16. Monitoring and Evaluation link to the Logical Framework
 
    
 
    [image: ]CHAPTER THREE: APPROACHES AND CRITERIA FOR MONITORING AND EVALUATION
 
    
 
   In chapter one, we learnt about the meaning of the terms; monitoring and evaluation. We have also learnt about the integration of the project design into the monitoring and evaluation by sampling the logical framework approach. In this chapter, we want to understand the real operation; the process and criteria for conducting monitoring and evaluation. Both monitoring and evaluation have to be recognized as processes for determining the status of the project. In this discussion, they utilize a similar process starting at identification and ending up at reporting. However, at the initial stages of the process we need to understand their purpose, the questions to be answered and the methodology to be used. These are the key areas in the process. They can be understood as the “observe, reflect and feedback” aspects of the process thus providing important information as a medium for learning and circumstantial decision making. They actually involve a kind of appraisal of project activities, experiences and evidence of impact, they also involve reflection and learning towards improving how the project activities can be done better in future projects. Thus by observing and providing feedback, we are moving and budding better ways of managing projects.
 
   Steps in Monitoring and Evaluation
 
   The process of monitoring and evaluation starts by getting information on the background of the project to determine for how long the problem has existed, then understanding the purpose of evaluation, what the project wants the evaluation to achieve and lastly what the project intended to achieve. It also determines the kind of methodology the evaluator wishes to use. Precisely, before developing the tools for monitoring and evaluation start by determining the central questions that the evaluation is going to address by selecting specific objectives and themes initially planned to be delivered. After the tools have been developed evaluation is conducted and a report written to be disseminated to the people or organizations in need of the report. Finally, you can choose to include the schedule reflecting the timing, costing, and the team responsibilities and so on. These issues have been discussed further in the following section. Monitoring and evaluation can be broken down into six practical steps that must be undertaken whenever conducting a monitoring and evaluation exercise. These steps are as depicted in figure 3.1 and consequently described;
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   Figure 17: Stages of Monitoring and Evaluation
 
   Identification: The starting point of monitoring and evaluation is identification; of course, this applies to both monitoring and evaluation. It establishes the length that the problem being addressed by the project has existed. This requires getting necessary information about the situation prior to project development as baseline information. This activity prior to evaluation ascertains the categories of data and information needed in order to judge the performance of the project. It also facilitates determination of the sources and structures of data needed for evaluation, providing the basis of evaluation and giving the evaluators necessary knowledge and exposure. This particularly eases the development of evaluation structures preceding evaluation which are the key objectives of any evaluator.
 
   Purpose: The purpose of an evaluation is the reason why it is being done. It goes beyond what you want to know to why you want to know it. What is needed for the evaluation and what the desirable product would look like? The purpose gives some focus to the broad evaluation process. Each of the evaluations conducted have definite purposes why they are being made. For instance the purpose could be to provide information needed to make decisions about the future of the project, assess whether the project has the planned impact on the beneficiaries, and assess the project in terms of effectiveness, efficiency and sustainability in order to improve its functioning. The purpose would also be based on the broad criteria of monitoring and evaluation. 
 
   Methodology: Here we seek the specific methods that will be useful to capture the identified data. Methodology deals with the kind of approach you use in your evaluation process. The methods would be a range between quantitative, qualitative or participatory methods. In as much as quantitative information is important, qualitative information is significant to provide a broad portrait of the situation. Essentially, methods can be determined or dictated by the type of evaluation as well as the source of data. There are two types of information sources, primary (surveys, interviews, questionnaires key informants, and focus group discussions. etc) or secondary; (reports, data sheets, minutes and so on). Evaluators can decide to use a single or combination of methodologies. The evaluators would be asking themselves the following questions; what sort of evidence does the project require to back up evaluator's opinions? Who will be involved in the analysis? These questions are all answered in this section. 
 
   Tools: Once the methodology has been determined, the selection of tools and instruments to use for evaluation will be dictated by the kind of methodology identified. The tools for information gathering are preferred and prepared in line with the set regulations and guidelines for evaluation. As extensively discussed in chapter 5, questionnaires, interview schedules, observation checklists are some of the tools used. Evaluators develop evaluation questions that the evaluation process will answer pitched on the expectation of the project. The questions for the evaluation should be exciting, intriguing, and probably critical to the project assumptions, focusing on inquiry and feedback. There is no limitation whatsoever as to the type of tools that evaluators use. Tools are designed to evenly fit into the evaluation being conducted. 
 
   Monitoring/Evaluation: At this stage of the process monitoring or evaluations are conducted, using the above identified methods and tools. However, either monitoring or evaluations are conducted separately depending on the requirement. The difference between monitoring and evaluation is that; the monitoring process checks activities and performances during the entire project implementation period. It offers feedback information for improvement and development of project’s subsequent activities. Monitoring answers the question “How well the activities are being implemented?” Every project items are connected into the results chain. One item depends on and is affected by previous stages. Each stage offers the project management teams a chance to consider the revision and improve project performance. As the project progresses to achieve results, monitoring tracks the project process through the input, activities, outputs, outcomes and impact. However, monitoring is most applicable at the project stages where the management has control of the project, up to the output level. Evaluation is handy at the upper levels, issues above the project output; the purpose and goal levels. The following figure 3.2 shows the process that both monitoring and evaluation pass. Starting at inputs the project moves through the activities, outputs, outcome and impact. Each advancing level is considered a higher level and is a consequence of achieving the previous item.
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   Figure 18: Process of Monitoring and Evaluation
 
   On the other hand, evaluation assesses the outcomes achieved due to the project during implementation. It determines the changes that took place between the starting point and/to the end of the project. It should always be the responsibility of the management to improve performance hence the entire project. At the conclusion of each process, evaluation outcome provides knowledge exchange and an opportunity for learning and adjusting the course of the project. Evaluation gives answers to the question “How successful was the project?”
 
   Reporting: The final step is to consider the reporting formats: Will the reports be written? Will the team report to management, or to all staff, Board, and beneficiaries? Will there be interim reports or only a final report? The reporting process starts from analyzing the captured data to developing the final report. This involves processing data by use of various means after which the analyzed data are interpreted to give the implications of the data which is an evaluation finding. Before reporting, consider the format of presentation and the people or category of organizations who will receive the report in a timely and relevant form. Consider also, who the expected users of disseminated information are, how the information will help them learn and be accountable to the stakeholders in order to improve the project. Finally, assess how best the identified, analyzed, and disseminated data can help to improve or change the course of the project. After all these issues are resolved, develop the project report.
 
   
 
  

 
 
    
 
   Baseline Survey 
 
   The baseline survey topic has been dealt with in this section due to the importance of baseline information to evaluations. They are the starting point of evaluation. Baseline information is data collected and analyzed prior to project implementation. Surveys are carried out before project implementation starts to generate data about the existing situation of a target area or group. Such data becomes reference against which to assess the project progress and eventually the results and impact. It is very important, as monitoring or evaluating of a project is difficult to prove if we do not know the situation prior to the project implementation. An example is when carrying out summative evaluation of a project with the objective to reduce school dropout rates, we must have information on the rates prior to project implementation and compare them with rates during the progress or after completion of the project. Baseline surveys can be useful in comparing different groups at a given point in time, comparing changes over time in the same group, comparing actual conditions with the targets established in a project design, describing conditions in a particular community or group and providing a key input to a formal evaluation of the impact of a project.
 
   The logic behind carrying out baseline surveys, they describe the situation to be addressed by comparing data generated from the start into the project progress up-to the completion. Due to baseline information, evaluators can be able to measure progress or changes in the situation and link those changes to project interventions. Baseline data might be useful to determine changes that the project would bring about over time and to refine project indicators that are important for project monitoring or for evaluating the impact. 
 
   Baseline surveys use both quantitative and qualitative information and capture quantitative or qualitative data or both. There are different levels of baseline data: First, general information about the situation, which is captured often available on records such as infant mortality rates, school enrollment by gender, unemployment rates, literacy levels and so on. Second, if the impact is the purpose of the evaluation, then it can be done through a sample of people or families from whom some sort of specific information is captured. Such information can possibly be got by using a mixture of techniques for data collection such as interviews, questionnaires, surveys and many others. 
 
   It is very difficult to get baseline information after work has already begun because the situation has probably changed. If baseline information was not collected in advance at the beginning of the process, that can be remedied by constructing subjective information from those who were involved in the project before initiation at the beginning. Participants are asked relevant questions regarding their past if they remember how the situation looked like prior to project implementation. It is then worked “backwards,” trying to get information about the situation related to those indicators when the project started out. The evaluator speaks to people, looks at pictures, photos, records and other written sources such as minutes, reports and so on. If that information is captured then it can be used as baseline information.  
 
   Another useful way of making meaningful comparisons where baseline information was not available is by using the control groups. They will be used to determine the traits of the beneficiaries as they were before the project’s intervention, as baseline information. The “control groups” are groups of people, businesses, families or whatever parameter used, not affected by the project but have the same traits as the project beneficiaries. Control groups must be from the same areas and have the same kind of profile as those elements of the project. When control groups are set up it is ensured that, they have specific similarities such as of economic grouping, geographical area, gender ratio, age-groupings, ethnic or racial mix. It is also ensured that there are no other distinctive variances that could affect the findings or comparisons.
 
   
 
  

Monitoring and Evaluation Standard Criteria
 
   The standard criteria for monitoring and evaluation cover three aspects; relevance, performance and success. Others that are lately useful are the lessons learnt and best practices. These criteria are progressive and measures the project as it progress course. Relevance is at the lowest level, performance at the middle and success at the later level when the project has been completed. Relevance and performance measure during the progress of the project while success measures the consequences of the project. Many a times many projects use selected criteria to evaluate some aspects of the project such as relevance, impact assessments, efficiency, effectiveness, cost benefit analysis and cost effectiveness analysis and so on. These normally depend on the purpose and the use of evaluation information. Whichever the case, all the desired evaluation aspects will fall within these standard criteria. 
 
   “Relevance” and “performance” criteria are based on the process of the project and use the formative type of evaluation discussed in chapter 5. Both relevance and performance measure how the project is progressing. On the hand, the success criteria is concerned more with the long-term consequences of the project and uses the summative type of evaluation. “Success” criteria evaluations takes anytime of the project has been completed, say five to ten years. We will deal with each one of them in detail in the remaining parts of this chapter.
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   Figure 19: Complete Criteria for Monitoring and Evaluation
 
   
 
  

Relevance
 
   Relevance is a measure to determine the degree to which the objectives of a project remain valid as planned. According to IUCN Monitoring and evaluation Initiative (2004) relevance is the extent to which a project contributes to the strategic direction of the stakeholders. Is it appropriate in the context of its environment. Relevance mainly focuses on the sub-criteria; beneficiaries, target group and development issues. It seeks information on the project progress; the right project, right beneficiaries and to solve their significant specific problems. From the initial stages of baseline survey to the ultimate project outcome, such as after completion of the project, this criterion tries to determine if the project effectively solved the problems of the beneficiaries as expected. At planning level, it seeks to determine if the project was planned well, relevantly with sufficient capacity to solve the problems of the beneficiaries or target group. It seeks to find out if the project design is appropriate to solve the problems raised by the beneficiaries effectively and if it will lead to the expected outcomes. 
 
   Projects must contribute to the universal development at whatever level. Development issues and policies are measured to determine if the project is adding value and contributing to the broader national development strategies. Therefore, relevance in evaluation can be concerned with the project in line with general development issues such as the millennium development goals (MDGs), Vision 2030 and other development policies and initiatives. These issues can be at local, national, regional or global levels. 
 
   Relevance refers to an overall assessment to determine whether project interventions and objectives are still in harmony with the needs and priorities of the beneficiaries. It is concerned with the beneficiaries and target groups, whose needs and constraints must be clearly identified relative to their gender, ages, socioeconomic status and geographical location. This criterion determines if the project addressed the “real” needs of the target group. Relevance is more concerned of the project addressing right beneficiaries based on such issues as right gender group either- male or female, the right ages, the right socioeconomic status or the right geographical region. It questions if it is the right project for the right target group or beneficiaries. If not where has it deviated, what happened? What needs to be done to correct the situation? This criterion also measures the project on the direct beneficiaries, which may be the private sector or others who are responsible for implementing not only the project, but more extensively sustaining its positive results. Issues looked into by relevance include the sensitivity of the project to the beneficiaries including sustainability and capacity development. Relevance questions if the agreed objectives are still valid and if there is sufficient rationale for continuing the project or activity. What the value of the project is in relation to other priority needs, and if the problem addressed is still a problem. 
 
   Relevance relies on information gathered from baseline surveys before the start of the project where the needs of the beneficiaries were identified prior to the start of the project. Relevance measures the extent to which the project is still addressing those needs. Relevance is important as it focuses on the course of the project and will help in refocusing the project to the right direction. It would go further to determine other projects necessary to either supplement or enforce the current project. 
 
   At this point, I feel it is important to differentiate between the two terms; beneficiaries and target group. These terms are often confused. The target group implies the community that will directly or indirectly be affected by the project, what we can refer to in research as “study population.” The population for a study is that group about whom we want to be able to draw conclusions (Michael Maxfield, 2011). Beneficiaries are those who will get the direct benefits of the project. According to The Code of Federal Regulations of the United States of America (2011), beneficiaries are individuals who benefit from a project as employees or service recipients. In a school targeting the girl child; the girls accessed by the project become the beneficiaries, where they are affected in one way or another by the project. The target groups are the members of the school who may include teachers, parents, the staff and other children who are not necessarily girls. The later may benefit indirectly or directly only by being closer to the project. 
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   Figure 20: Criteria for Measuring Relevance
 
   
 
  

 
 
   Performance 
 
   Performance criteria measures while the project is on progress during project implementation. The plan of the project is identified earlier while designing the project. This plan becomes the references to which monitoring and evaluation will be conducted. In reality when we conduct monitoring and evaluation, we want to find out if we are on track as planned. It measures how best the project is performing against the initial plan. Other than being on plan, performance criteria will be concerned with the quality of implementation. It is useful in determining the general worth of the project implementers, the plan, strategy and the kind of management in place. For instance, it can be useful in validating the type of strategy used in the project and if the performance is inappropriate, the strategy change or adjustment is considered. In particular, it assesses the extent to which a project is performing based on three sub-criteria: effectiveness, efficiency and timeliness.
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   Figure 21: Criteria for Measuring Performance
 
   Effectiveness; Effectiveness measures the value of effort to which the formally stated project objectives have been achieved or can be achieved and how best they are being achieved. Effectiveness can be based on the functional aspect of the project organization as an outcome of its capacity to conduct the project successfully which also depends on the strategic aspect of the project team. The criterion questions the integrity of the strategy to deliver. The measure focuses on the initial plan of the project, which was promised within the constraints of time, cost and scope. An effective project will deliver the project within the constraints. Any deviation from the planned project implies ineffectiveness. Therefore, effectiveness can be measured and determined as per the variance from the original plan; schedules, budgets and the objectives. The greater the variance means higher in-effectiveness. On the contrary, lower variance means more effectiveness. On the other hand, effectiveness is the extent to which the development intervention’s objectives were achieved, or are expected to be achieved, taking into account their relative importance. To make such measure and verification possible, project objectives should be defined clearly and realistically, and to make sure that they are actually measurable in order to verify if they are being achieved or not. 
 
   Efficiency; Efficiency is the measure of the economic relationship between the allocated inputs and the project outputs generated from those inputs; the cost effectiveness of the project. It is a measure of how economic resources referred to as project inputs (funds, expertise, time, etc.) are converted into results. The measure would be based on the productivity of the project and the degree to which the outputs achieved derive from an acceptable quantity cost. This means the minimal use of financial, human and material resources for maximum output. In other words, efficiency asks whether the use of resources in comparison with the outputs is justified. Precisely, efficiency is concerned with accountability and transparency of the management team. It questions if implementation was managed properly, if the inputs were managed appropriately and cost-effectively, if implementation was on time and at the right cost, if the outputs were being delivered for the cost, if there is a better way of doing the project and if it can be improved. This derives from the fact that any project is constrained by the triple constraints of project management which must be balanced. Restraining one of the constraints will definitely affect the other constraints. Efficiency is concerned with the cost part of the constraints thus maintaining the project at the planned cost will deliver the planned project. Monitoring and evaluation measure the project with this fact in mind, to ensure that the project is delivered efficiently as expected.
 
    [image: ] 
 
   Timeliness; as mentioned in the efficiency criteria, time is one of the elements in   the project triple constraints. Affecting one of the constraints will impact on the other constraints. For instance, a delay to deliver a project on time will mean an increased cost of the project, thus strain on the budget. For instance if there is a time overrun, tension will appear on both the scope and cost of the project and this will affect the overall project delivery. Therefore, the project needs to be delivered within the planned time. Monitoring and evaluation is conducted to check on the project delivery minding about time. Timeliness criteria measure the extent to which the project outputs and immediate objectives are realized within the stipulated time. Remember that all projects are time bound and have specific starting and finishing point. Timeliness is an important objective of projects that can be assessed by monitoring and evaluation. As a learning process and experience, timeliness can be useful in determining the standard duration that the project takes and reference is made to future similar projects. Comparatively, the measure determines the standard duration that certain category of projects can be delivered. 
 
   
 
  

 
 
    
 
   Success
 
   The success criteria are conducted long after project completion and handed over to operations. Remember we only talk about project success specifically when the project has been sustained; survived long enough from the date it was completed and handed over to the beneficiaries. A project is considered successful only if the beneficiaries have sustained the benefits accruing from the project and their capacity has been developed. Therefore, the success criterion measure the positive or negative long term changes brought about by the project. The project will be considered to have been successful when positive changes are realized and unsuccessful with the no changes if measured against a constant such as baseline information. However, under normal circumstances some projects would only fail in some aspects while others would be successful. When evaluation is conducted using the success criteria, it measures how the beneficiaries’ lives have been changed due to the project. This would be how they live, dress, kind of housings they live in all attributable as the impact of the project. Success criteria can be isolated from the other evaluations; relevance and performance since it is a consequence of the project and is conducted after some duration from the project completion. Success uses the sub-criteria of impact, sustainability and capacity development. 
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   Figure 22: Criteria for Measuring Project Success
 
   Impact; refers to the long term effects of the project in a region. “While effectiveness focuses only on specific positive and planned effects expected to accrue as a result of the project and is expressed in terms of the immediate objective, impact is a far broader measure as it includes both positive and negative project results, whether they are intended, or unintended.” (Nabris, Khalid. 2002). Impact can be considered, more or less, the goal of the project than any other criteria. However, while the goal is the expected ideal state results of the project, impact is either the positive and negative changes, planned or unplanned on the target population. In this sense, impact represents changes in a situation in whichever way because of the project. 
 
   The measure of impact will tell us if we have attained our goal or not since impact refers to the results of a project that are assessed with reference to the development objectives or long-term goals of that project. Impact as being next to the goal is conducted after the completion of the project probably 2 or so years later, to determine if there are any changes because of the project. An example is a road project meant to assist farmers transport their goods to the market with ease. The initial assumption was that the lack of good road was the problem that deterred the farmers from accessing the market to sell their goods. If the project is successfully completed, the economic status of the beneficiaries might change because they used the project results, the road to access the market to sell their goods. From the sale of the goods, their economic status improved. When evaluation was conducted, the results indicated that the target populations’ housings styles, feeding style, clothing style etc. had changed because of the project. This changes show the impact of the project. 
 
   Sustainability; What if after completing a project, handed it over to the beneficiaries to use, you come back after 2 years or so only to find that the project or outcome benefits ‘died’ as soon as you had left? The project is no more. How would you feel? Such a project is said to have failed in sustainability. So what is sustainability? Sustainability is a measure to determine continuation of the project or positive results after external support has been concluded. Static sustainability refers to the continuous flow of the same benefits that were set in motion by the completed project to the same target groups. Dynamic sustainability refers to the use of, or adaptation of project results to a different context or changing environment by the original target groups or other groups. Evaluations can use the sustainability criteria to determine if the project results were maintained after the completion of the project. Quality project design integrates the strategy of project sustainability. Essentially, during the project design incentives for project sustainability are incorporated. Given that most of the started projects fail in developing countries, such a move would be most imperative. These aspects factor in when evaluations are conducted mainly to determine how these incentives were created as reflected in the design and how effectively they support sustainability. Evaluation looks at how these incentives were incorporated into project implementation and how far they have enabled the project to be maintained. Remember the success of the project is only after project sustainability has been achieved. Broadly, as strategies for sustainability evaluations are conducted to verify the workability of the strategies and learn lessons. 
 
   Many development initiatives fail once the implementation phase is over because neither the target group nor responsible organizations have the means, capacity or motivation to provide the resources needed for the activities to continue. As a result, many development organizations become more interested in the long-term and lasting improvements of projects. Moreover, many project partners are becoming interested to know for how long they should need to support a project before it can run with local resources hence the importance of this measure. 
 
   The following are some of the elements of sustainability that can be measured by evaluations. 
 
    [image: ]Sustaining Financial Viability: Financial viability refers to the capacity of the delivered project to generate some income that cover enduring operating costs. Sustainability costs required by a project include replacement costs or upgrades and expansions, depreciation and other costs. Revenues can probably come from users paying for services, in-kind contributions or other donor support for the project.
 
    Sustaining Staff Capability: It is the extent that skilled staff members, or their replacements, continue to stay with the project and that their skills are kept up to date with training and are properly utilized by the project. 
 
    Sustaining Community Acceptance: If considering the value of the project to the community. A continued acceptance of the project by the community will mean sustainability. Therefore, it is important to instill the sense of “ownership” of the project beneficiaries on the project. This is done at the initial stages of the project; the design and implementation. Ensuring their involvement in every stage of the project progress. 
 
   Capacity Development; Capacity development is the ability of the target group to learn from the project. The best positive contribution that a project can have to the beneficiaries is how they utilize the project to revolutionize their lives. Due to capacity development people learn from the project, replicate the positive aspects and use the features to execute their other things to develop their subsistence. For the purpose of evaluation and as a criterion of success, the contribution made to capacity development relates to the degree to which a project enables target groups to be self-reliant and makes it possible for other organizations use positive experiences with the project in addressing broader development issues. Evaluations seek to find out what the aspects that the target groups have learnt from the project against what they are ought to have learnt. In case of failure to learn evaluations will provide recommendations on what needs to be done to improve the learning process in future projects. Capacity development is important because it empowers people to realize their potential to use their capabilities better. Development of capacity can be on aspects such as the strategy, technical capacity, development of knowledge and skills. The strategy will be on two issues; management and design. The target group needs to copy the management strategy of the project to use it to manage their other things. They will also need the knowledge to design effective projects. Essentially, that means that the community will advance and have enhanced projects as a lesson learnt. Some projects will help develop the technical know-how of the target community. Due to the project, the community should improve their skills and knowledge on diverse issues. It assures ownership hence sustainability of the process or results of the project.
 
    Lessons Learnt 
 
   There are a number of times we feel that we have done to the best and we deserve credit, but there are times also that we feel that we didn’t do to our best when we probably had a chance to do better. Of late, many evaluations focus on these criteria, to find out the lessons learnt in projects. 
 
    Best Practices 
 
   Evaluations also focus on best practices criteria. The best practices evaluations can assist project implements know activities that have been outstanding in the project processes. The objective of finding the best practices is to either reinforce them or use them in another project.     
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BoxIX. SampleEvaluationQuestions

RelatedtoL essond.earned

0 What are the lessons learned about
the project’s relevance?

0 What has been learned abot the
project's performance in terms of
achieving its objectives?

0 What are the lessons learned about
the project's efficiency in utilizing
resources?

0 What waslearned abot the

usefulness of replicating  this type of
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Boxl. 7he Powerof MeasuringResults

0 If you do not measure the results, you
cannot tell success from failure

[0 If you cannot see success, you cannot
reward it

0 If you cannot reward success, you are
probably rewarding failure

[0 If you cannot see success, you cannot
learn from it

0 If you can demonstrate results, you can
win public support

Adanted frorti Dshoroe fahlad. 1007 ne
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BoxV: Checki/st for [dentlfying Stakeholders

0 Have all primary and secondary
stakeholders been listed?

0 Have all potential supporters and
opponents of the project been identified?

0 Has gender analysis been used to identify
different types of fernale stakeholders (et
both primary and secondary levels)?

0 Have primary stakeholders been divided
into user/occupational groups, or income
groups?

0 Have the interests of vulnerable groups
(especially the poor) been identified?

0 Are there any new primary or secondary
stakeholders that are likely to emerge as a
result of the project?

Adapted from Overseas development:

aaministration (OAD). 1995,
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BoxVII. Good Indicators are;

Verifiers [ Variable or parameter that retains the
essential meaning of the objective which can be
measured on the ground.

Qualifiers ] Contribute to describe the verifier
allowing response to: what, when, where, who

Targets/ Baseline []values associated to the verifiers
that define how much the objective is planned or
expected to be achieved compared to the
situation prior to project start. Intermediate
targets (milestones) allow assessment of
progress.

Qualitiesofa goodindicator:

1. Relevantf] An indicator should be related to the
objectives of the project and show how the project
is aimed at reaching the goals

2. Understandablg A good indicator s one that
everyone can understand

3. Measurabld A good indicator should be
measured.

4. Dependabld] Effective indicators give
information that can be reliable
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BoxVI. Basic Principles

1.The Logical Framework should be concise
It should not normally take up more than
twossides of paper,

2.The Logical Framework should be treated
as a free-standing document and should be
comprehensible to those coming to it for
the first time. Acronyms should therefore
be avoided.

3.If beneficiaries are included in the project,
they should also take part in the design of
the Logical Framework.

4.The Logical Framework will provide a basis
for subsequent monitoring and evaluation
It must therefore be kept under regular

review and amended whenever the project
rhannac Fmirea.
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BoxVll SampleEvaluationQuestions

RelatedtoEfficiency

0 How well has project implementation been
managed?

0 Were the inputs managed and in & cost-
effective way?

0 Were there better ways of achieving the
same results at less cost or in less time?

0 Were the most cost-effective alternatives
used in managing the project?

0 Did the project duplicate the work of other
organizations or donors?

0 Was there adequate coordination with
other interventions?

0 If the outputs were not produced, what
changes in the pattern of inputs might
have remedied this?

0 How would improvements in outputs
attained enhance project purpose and
goal achievernent?

0 What should be done, with what financial
implications, to modify or improve the
project?
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Box || The AveKey Evaluation Questions

What?[Did we do what we said we would
do?

Why? [ What did we learn about what
worked and what didn't?

Sowhat?[] What difference did it make that
we did this work?

Now what?] What could we do differently?

Then what? 0 How do we plan to use
evaluation findings for continuous learning?

Adopted from: Public health agency of
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Box || Ainciples of Evaluation

Impartiality & independence; An even
evaluation process to improve
concrete policy making, delivery and
managerment

Credibility; availability of valuable
results.

Usefulness: relevant, presented in a
clear and concise way, reflecting the
interests and needs of the parties
involved, easily accessible, timely and
at the right morment

Decision-making; Improved decision
making

Participation; Participation of
stakeholders (donor, recipient..); if
possible: views and expertise of
groups  affected should form the
integral part of the evaluation;
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