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MONITORING AND EVALUATING

THE PROJECT

ObjectivesObjectivesObjectivesObjectivesObjectives

Upon completing this session, the reader should be able to:

Describe the elements and functions of monitoring and
evaluation

Apply the planning and implementation principles of
monitoring and evaluation 

Apply the findings of monitoring and evaluation

MODULE 2
Identifying  and Analysing

the Stakeholders and
Networks

MODULE 5
Managing  Communication
and the Change Process

MODULE 3
Understanding the

Contextual Environment

MODULE 1
Identifying the Problem

and the Desired Outcome

MODULE 6
Monitoring and Evaluating

the Project

MODULE 4
Understanding the Policy,

Political and Decision-
Making Processes
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Session 9Session 9Session 9Session 9Session 9

The monitoring and
evaluation process

In the previous session you developed an understanding of
the management of change.  But to ensure that change is
implemented in an effective and efficient way there is a need
to monitor progress and evaluate the process, output and
outcomes of your project, program or initiative.

This session will introduce you to the principles and
processes of monitoring and evaluation.

Monitoring progress and evaluating results are key functions
to improve the performance of those responsible for
implementing programs/projects.  It therefore follows that it
is an essential part of the advocate’s collection of skills.  Close
communication and negotiation are necessary while planning
and carrying out monitoring and evaluation processes.

Monitoring
Monitoring is a management tool that contributes to effective
and efficient implementation.  Those responsible for
monitoring should be open to modifying original plans during
implementation, if such action seems warranted.

By comparing what has been accomplished to targets set
up in advance for a given time period, monitoring identifies
shortcomings before it is too late.  It also provides elements
of analysis as to why progress fell short of expectations,
identifying constraints and pointing the way towards
measures to overcome them.

Monitoring may be used to adjust specific objectives and
revise the work plan.  This does not mean that objectives
should be changed lightly.  But when monitoring signals that
something is off course, a careful review of the situation
should be undertaken to assess if a modification of objectives
is merited.  For further information on monitoring, please
refer to Information Sheet 6.1.
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Elements of monitoring
Routine reporting, field visits, detailed activity plans and
timetables provide a monitoring framework. Baseline data
describe the problem or situation before the service, program
or project begins (or begins another phase) and identify a
point from which to measure progress.  Often it is not
desirable to delay the start of an activity while comprehensive
baseline data are being gathered. In that case data should
be gathered in association with the early phase of the activity,
before it has had time to have an impact.  At the beginning
of implementation, or immediately prior to it, those
responsible for carrying out a programme should review the
plan of action and confirm or refine objectives, activities, time
frame, resources, baseline data, and monitoring plan.

Planning a monitoring
system

What should be monitored?

Select indicators for monitoring. An indicator answers the
question: “what is going to show that we have accomplished
our objective?”  To decide on an indicator, recall the objective
of an activity and the targeted audience: what is the expected
result of the effort and who is the intended user of the service?
Although many indicators can usually be established for each
objective, it is important to select one or a limited number of
key indicators that will best demonstrate you accomplished
your purpose.  There is no standard list.  Good indicators
limit and focus data collection.

The basic principles are:

• keep the information requirements to a bare minimum;

• collect the information that will be most helpful to those
who will use it.

The most common problem is that too much data is being
collected, of poor quality, that is not being analysed or used,
expending resources that could be better used.

How should it be monitored?

Select methods to track indicators and report on progress.
Many methods may be used: observation, interviews, routine
reporting.  Piggyback on existing data collection systems
whenever possible.  Both formal and informal, quantitative
and qualitative methods can be used to check periodically
on certain programme aspects.  Decide how information will
be recorded systematically and reported clearly.
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The monitoring plan should also identify who will be involved
in reviewing progress and providing feedback on a regular
basis.

What reports should contain?

The major components of progress reports are fairly standard
and include:

• a list of specific objectives and activities that were to be
accomplished during the quarter (or six month period);

• the degree to which each was completed, with numbers;

• identification of constraints or obstacles that explain why
certain objectives/activities were not completed as
planned (if applicable);

• identification of additional resources, training, etc.,
needed to help overcome these constraints;

• updated list of objectives/activities planned for the next
period; and

• financial accounting: what was budgeted and spent
during the report period and any proposed changes for
the next period.  (See Exercise Sheet 6.1)

Example

Data Data Monitor Don’t Comments
available not Monitor

available
Inputs √ √ The resources required to advocate have

been listed and can be monitored.

Processes √ √ An implementation plan was developed
therefore the process can be monitored.

Outputs √ There is no specific product, therefore
need to focus on outcomes rather than
outputs.

Efficiency √ √ Monitoring the contribution of the human
but resources employed could monitor
difficult efficiency of effort.  But this may not be
to worth the effort required.
monitor

Effectiveness √ √ The objectives have been set but the
outcomes will need to be monitored.
Reporting mechanisms will need  to be
put  in place.

Outcomes √ √ The objectives have been set but
monitoring of progress will need reporting
mechanisms  put in place.
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Having completed this assessment a monitoring plan can be
developed.  The plan will include the:

• aspects of the project to be monitored;

• data sources available and to be developed;

• the timeframes and

• the resources required.

Exercise

Using the Monitoring Plan Assessment Tool (Exercise Sheet 6.1),
develop a monitoring plan for your project.

Evaluation
Evaluation examines changes and their significance in relation
to one or more of the following issues: relevance,
effectiveness, efficiency, impact and sustainability.

Generally there are three points at which evaluation is carried
out:

• Prospective appraisals, sometimes called ex ante
evaluations, are carried out before a programme or
project is started.  An appraisal is the critical assessment
of the relevance, feasibility (political, technical, financial
and institutional), and socio-economic profitability of an
activity before a decision is made to undertake that
activity, or approve funding for it.  Baseline surveys, field
studies and situation analyses may provide elements of
appraisal.

• Ongoing evaluation is the analysis during the
implementation phase of the continuing relevance,
outputs, effectiveness and impact of an activity.  It is
closely linked to monitoring and is used to alert managers
to problems so that corrective action can be taken.
Informal observation usually plays an important role.  Mid-
term evaluations are also carried out during
implementation. The results of either may lead to mid-
course corrections.

• Retrospective evaluations, also called ex-post
evaluations, analyse relevance, effectiveness and impact
after the completion of an activity.  Lessons learned can
be used as input for future planning and funding
decisions.

Successful advocacy for change is dependent on process,
hence monitoring of the process is critical.  Ongoing
evaluation is therefore preferred in this case.

EVALUATION
can be defined as an
analytical process involving
the collection and reduction
of data of all (or some)
phases of the instructional
process and culminating in
the synthesis of a report
containing recommenda-
tions about the instruc-
tional programme being
evaluated.
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Preparing for
evaluation

Objectives should be drafted sufficiently clearly in the plan of
operations to make evaluation possible; often they will contain
the indicators on which the success of the program or service
is to be judged.

The plan should include provision for monitoring and evaluation.
It should designate a person who will be responsible for
evaluation.  Unless the base-line data have been gathered
during the situation analysis, arrangements should be included
for it to be gathered as the process starts up.  (See Sessions
1 and 2)

Planning for evaluation
The best way to decide on the purpose of an evaluation is to
identify all who might use the evaluation and then discuss
with them what they want the evaluation to do and how they
would use its results, what difference the information would
make - that it would be possible to do something about the
problems disclosed.

What resources are needed and available for evaluation?

Early in planning an evaluation make an estimate of its costs.
Costs depend on the nature and size of the project and
design of the evaluation.  Also, you should consider the non-
financial or indirect costs of the evaluation, the time and effort
that people involved must contribute, when away from their
regular work.

Formulating findings

Findings answer the evaluation questions.  They describe the
situation, compare it to what was expected, explain the reasons
for the situation and its consequences for achieving
programme goals.  For findings to be credible and persuasive,
they must flow from the data gathered and be backed up by
the evidence collected.  Focus the findings on issues related
to the purposes of the evaluation and select the most
important and interesting ones.

Using evaluation results

Evaluation results should be used to:

• improve future planning;

• assist decision-making;

• indicate where further action might be needed; and

• indicate where further research is needed.
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The monitoring and
evaluation plan should
contain the following

• The purposes of the monitoring and evaluation (who can/
will use the results)

• The timing of monitoring and evaluation in the project/
program cycle

• Aspects of the project to be monitored

• Who will be responsible for managing and carrying out
the plan

• What methods of gathering data will be used

• Resources the supplies and materials, infrastructure and
logistics needed for the evaluation

(See the example provided; Information Sheet 6.2 and
Exercise Sheet 6.2)

Example

Project/Programme title:  Nurse Staffing Levels

Purpose of the monitoring and evaluation:  To ensure that the project runs to plan and achieves the
intended outcomes

Project Manager:  Tacon Moore

Aspects to Data Source Method of data Responsible Resources Frequency/
monitor and collection person Timeframe

evaluate
The project The resource Feedback at JC nil Every 2 weeks
was sufficiently list which was team meetings from
resourced  developed commencement

to completion of
the project

The implemen- The implemen- Feedback at TM nil As above
tation process tation plan which  team meetings
went to plan  was developed

The process The objectives Feedback BC On completion
was effective  which were set session with of project

all relevant
stakeholders

The outcomes The outcomes Survey or TM Cost of As above
were achieved  which were Questionnaire* Questionnaire

agreed to all development
stakeholders

Exercise

Using the Monitoring and Evaluation Plan Tool (Exercise Sheet 6.2),
complete your monitoring and evaluation plan.
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You now have all the systems and processes in place to
advocate for your cause.  If you don’t have all the necessary
skills, you have ensured that there are people around you
who have them.  You have an understanding of the
stakeholder interests and the political environment in which
you have influence.  You are ready to go.
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All the very best and thank you on behalf of other nurses
and the community in which you work for taking an
interest and being motivated to take on the role of
advocate.
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IIIIINFORMANFORMANFORMANFORMANFORMATIONTIONTIONTIONTION S S S S SHEETHEETHEETHEETHEET 6.1 6.1 6.1 6.1 6.1

MONITORING

Monitoring can focus
on:

• Projects normally consist of a set of activities undertaken
to achieve specific objectives within a given budget and
time period.

• Programmes are organized sets of projects or services
concerned with a particular sector  or geographic region
or a particular donor.

• Services are based on a permanent structure, and, have
the goal of becoming, national in coverage, e.g. health
services, whereas programmes are usually limited in time
or area.

• Processes are organizational operations of a continuous
and supporting nature (e.g. personnel procedures,
administrative support for projects, distribution systems,
information systems, management operations).

• Conditions are particular characteristics or states of
being of persons or things (e.g. disease, nutritional status,
literacy, income level).

In addition, monitoring may focus on different aspects of a
service, programme or project:

• Inputs are resources provided for an activity, and include
cash, supplies, personnel, equipment and training.

• Processes transform inputs into outputs.

• Outputs are the specific products, goods or services,
that an activity is expected to deliver as a result of
receiving the inputs.

• A service is effective if it “works”, i.e. it delivers outputs
in accordance with its objectives.

• A service is efficient or cost-effective if effectiveness is
achieved at the lowest practical cost.
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• Outcomes generally refer to peoples’ responses to a
programme and how they are doing things differently as
a result of it.  They are short-term effects related to
objectives.

• Impacts are the effects of the project/programme on the
people and their surroundings. These may be economic,
social, organizational, health, environmental, technical
or other intended or unintended results of the project or
programme. Impacts are long-term effects.
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IIIIINFORMANFORMANFORMANFORMANFORMATIONTIONTIONTIONTION S S S S SHEETHEETHEETHEETHEET 6.2 6.2 6.2 6.2 6.2

FORMAL SURVEYS/
QUESTIONNAIRES

What are they?What are they?What are they?What are they?What are they?

Formal surveys can be used to collect standardized
information from a carefully selected sample of people.
Surveys often collect comparable information for a relatively
large number of people in particular target groups.

What can we use them for?What can we use them for?What can we use them for?What can we use them for?What can we use them for?

• Providing baseline data against which the performance
of the strategy, programme, or project can be compared.

• 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 programme or project design.

• Describing conditions in a particular community or group.

• Providing a key input to a formal evaluation of the impact
of a programme or project.

• Assessing levels of poverty as basis for preparation of
poverty reduction strategies.

Advantages
• Findings from the sample of people interviewed can be

applied to the wider target group or the population as a
whole.

• Quantitative estimates can be made for the size and
distribution of impacts.
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Disadvantages
• Results are often not available for a long period of time.

• The processing and analysis of data can be a major
bottleneck for the larger surveys even where computers
are available.

• Household surveys can be expensive and time-
consuming.

• Many kinds of information are difficult to obtain through
formal interviews.

CostCostCostCostCost

Can range from low to high, depending on the size and
distribution of the sample.

Skills requiredSkills requiredSkills requiredSkills requiredSkills required

Sound technical and analytical skills for sample and
questionnaire design, data analysis, and processing.

Time requiredTime requiredTime requiredTime requiredTime required

Depends on sample size.
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FACILITATOR’S GUIDE –
MONITORING AND EVALUATION

Facilitator’s
preparation time:

60 minutes

Group exercise time:
90 minutes

Resources:
Exercise Sheets 6.1 - 6.2

Information Sheets 6.1 - 6.2

Butcher paper, white board or black board

Pens/pencils/paper

Instructions:
• The exercise is best done with no more than 20 people.

• Read Module 6, Session 9 and go through each of the
exercises.

• Familiarize yourself with the Exercise Sheets, Information
Sheets, and Skill Sheets.

• Make sure you have enough copies of the Exercise
Sheets for each participant in your group.

• Make sure that you have the resources you need, e.g.
pre prepared butcher paper.

• Introduce the topic and explain the objectives of the
exercise.

• Make certain that everyone in the group has a full
understanding of the problem being considered.

• Begin with Exercise Sheet 6.1. This will assist the group
to isolate the aspects of the project which require
monitoring and the data sources the group should use.

• Now go to Exercise Sheet 6.2.  This exercise will assist
the group to monitor progress towards the achievement
of their desired outcomes and measure the actual
achievement of the outcomes.

This completes Module 6, Session 9
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 6.1 6.1 6.1 6.1 6.1

MONITORING PLAN ASSESSMENT

TOOL

What is it?

The Monitoring Plan Assessment Tool assists you in isolating the
aspects of the project which require monitoring and the data sources
you should use.

Why use it?

To inform the development of a Monitoring Plan.

When to use it?

When you are ready to commence your project and need to put a
monitoring mechanism in place.

How to use itHow to use itHow to use itHow to use itHow to use it

• Complete the exercise with a small group of colleagues.

• Explain what you want to achieve by doing the exercise.

• Determine which aspects of the project you wish to
monitor.

• Asses the availability of the data and determine what
tools to use to collect data not available.

Data Data not Monitor Do not Comments
available available monitor

Inputs

Processes

Outputs

Efficiency

Effectiveness

Outcomes

Impact
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Example:

Data Data not Monitor Do not Comments
available available monitor

Inputs The resources required to
advocate have been listed
and can be monitored.

Processes An implementation plan was
developed therefore the
process can be monitored.

Outputs There is no specific product,
therefore need to focus on
outcomes rather than
outputs.

Efficiency Monitoring the contribution
but difficult of the human resources
to monitor employed could monitor

efficiency of effort.  But this
may not be worth the effort
required.

Effectiveness The objectives have been
set but the outcomes will
need to be monitored.
Reporting mechanisms will
need to be put in place.

Outcomes The objectives have been
set but monitoring of
progress will need reporting
mechanisms put in
place.

Having completed this assessment develop your monitoring
plan which will include the:

• aspects of the project to be monitored;

• data sources available and to be developed;

• the timeframes; and

• the resources required.

Inputs are resources provided for an activity, and include cash, supplies, personnel, equipment
and training.
Processes transform inputs into outputs.
Outputs are the specific products, goods or services, that an activity is expected to deliver as a
result of receiving the inputs.
A service is effective if it “works”, i.e. it delivers outputs in accordance with its objectives.
A service is efficient or cost-effective if effectiveness is achieved at the lowest practical cost.
Outcomes generally refer to peoples’ responses to a programme and how they are doing things
differently as a result of it.  They are short-term effects related to objectives.
Impacts are the effects of the project/programme on the people and their surroundings. These
may be economic, social, organizational, health, environmental, technical or other intended or
unintended results of the project or programme.
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EEEEEXERCISEXERCISEXERCISEXERCISEXERCISE S S S S SHEETHEETHEETHEETHEET 6.2 6.2 6.2 6.2 6.2

MONITORING AND EVALUATION

PLAN

What is it?

The Monitoring and Evaluation Plan helps you monitor progress
towards the achievement of your desired outcomes and measure
the actual achievement of outcomes.

Why use it?

To ensure that you progress effectively and efficiently toward the
achievement of your desired outcomes.

When to use it?

The plan should be developed as early in the project as possible,
that is when you are clear as to the outcomes you wish to achieve.

How to use itHow to use itHow to use itHow to use itHow to use it

• Complete the exercise with a small group of colleagues.

• Explain what you want to achieve by doing the exercise.

• Determine which aspects of the project you wish to
monitor.

• Asses the availability of the data and determine what
tools to use to collect data not available.
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Project/programme title: ________________________________________________________

Purpose of the monitoring and evaluation: _________________________________________

Project manager: _______________________________________________________________

Aspect to be Data Method of Respon-  Resources Frequency/
monitored source data sible Timeframe

and evaluated collection person

Date developed: ________________________________________________________________

Date last revised: ________________________________________________________________

Example

Project/programme title:  Nurse Staffing Levels

Purpose of the monitoring and evaluation:  To ensure that the project runs to plan and
achieves the intended outcomes.

Project Manager:  Tacon Moore

Aspect to be Data Method of  Responsible  Resources Frequency/
monitored source data person Timeframe

and evaluated collection

The project was The resource Feedback at JC nil Every two 2
sufficiently list which was team meetings weeks from
resourced. developed commence-

ment to
completion
of the project

The implemen- The implemen- Feedback at TM nil As above
tation process tation plan which team meetings
went to plan. was developed

The process The objectives Feedback session BC On
was effective. which were set with all relevant completion

stakeholders of project

The outcomes The outcomes Survey or TM Cost of As above
were achieved. which were questionnaire* questionnaire
agreed to all stakeholders development
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