MONITORING AND EVALUATION
What is monitoring and evaluation?

Although the term “monitoring and evaluation” tends to get run together as if it is only one thing, monitoring and evaluation are, in fact, two distinct sets of organizational activities, related but not identical.
Why do Monitoring and Evaluation?

Monitoring and evaluation enable you to check the “bottom line” of MIW project: Not “are we making a profit?” but “are we making a difference?”
Planning for monitoring and evaluation:
· Monitoring and evaluation should be part of your planning process of the MIW project. It is very difficult to go back and set up monitoring and evaluation systems once things have begun to happen. You need to begin gathering information about performance and in relation to targets from the word go. The first information gathering should, in fact, take place when you do your needs assessment. This will give you the information you need against which to assess improvements over time.

· When you do your planning process, you will set indicators. These indicators provide the framework for your monitoring and evaluation system. They tell you what you want to know and the kinds of information it will be useful to collect. 

Through monitoring and evaluation, you can:

· Review progress;

· Identify problems in planning and/or implementation;

· Make adjustments so that you are more likely to “make a difference”.

In many organizations, “monitoring and evaluation” is something that that is seen as a donor requirement rather than a management tool. Donors are certainly entitled to know whether their money that they donated the DPO/NGO is being properly spent, and whether it is being well spent. But the primary (most important) use of monitoring and evaluation should be for the organization or MIW project itself to see how it is doing against objectives, whether it is having an impact, whether it is working efficiently, and to learn how to do it better.

Plans are essential but they are not set in concrete (totally fixed). If they are not working, or if the circumstances change, then plans need to change too. Monitoring and evaluation are both tools which help MIW projects or organization know when plans are not working, and when circumstances have changed. They give management the information it needs to make decisions about the project or organization, about changes that are necessary in strategy or plans. Through this, the constants remain the pillars of the strategic framework: the problem analysis, the vision, and the values of the MIW projects or organization. Everything else is negotiable. 
What monitoring and evaluation have in common is that they are geared towards learning from what you are doing and how you are doing it, by focusing on:

· Efficiency

· Effectiveness

· Impact

Efficiency tells you that the effort into the work is appropriate in terms of what comes out and how good it is. This could be input in terms of money, time, staff, equipment and so on. When you run a MIW project and are concerned about its re-applicability or about going to scale, then it is very important to get the efficiency element right.

Effectiveness is a measure of the extent to which a MIW project achieves the specific objectives it set. If, for example, we set out to improve the qualifications of all the high school teachers in a particular area, did we succeed?

Impact tells you whether or not what you did made a difference to the problem situation you were trying to address. In other words, was your strategy for the MIW project useful? Did ensuring that teachers were better qualified improve the pass rate in the final year of school? Before you decide to get bigger, or to replicate the MIW project elsewhere, you need to be sure that what you are doing makes sense in terms of the impact you want to achieve.

From this it should be clear that monitoring and evaluation are best done when there has been proper planning against which to assess progress and achievements. 
It is important to recognize that monitoring and evaluation are not magic wands that can be waved to make problems disappear, or to cure them, or to miraculously make changes without a lot of hard work being put in by the MIW project or organization. In themselves, they are not a solution, but they are valuable tools. 

Monitoring and evaluation can:

· Help you identify problems and their causes of the MIW project;
· Suggest possible solutions to problems;
· Raise questions about assumptions and strategy of the MIW project;
· Push you to reflect on where you are going and how you are getting there;

· Provide you with information and insight about the MIW project;

· Encourage you to act on the information and insight;

· Increase the likelihood that you will make a positive development difference.

Monitoring:

Monitoring is the orderly collection and analysis of information as a project progresses. It is aimed at improving the efficiency and effectiveness of a project or organization. It is based on targets set and activities planned during the planning phases of work. It helps to keep the work on track, and can let the person or DPO who is in charge of the MIW project, know when things are going wrong. If done properly, it is an invaluable tool for good management of the MIW project, and it provides a useful base for evaluation. It enables you to determine whether the resources you have available are sufficient and are being well used, whether the capacity you have is sufficient and appropriate, and whether you are doing what your donors, or supervisors asked of you.
Monitoring involves:
· Track MIW project information to ensure that the DPOs work effectively towards their goals;
· Identify strengths and weaknesses to inform program decisions and makes timely  improvements;
· Facilitating dialogue with the heads of the DPOs/NGOs regarding progress toward desires objectives of the MIW project;
· Establishing indicators of efficiency, effectiveness and impact;

· Setting up systems to collect information relating to these indicators;

· Collecting and recording the information;

· Analyzing the information;

· Provide accurate, relevant, and timely data and information to the DPOs/NGOs of the MIW project;
Monitoring is an internal function in any project or organization.

Evaluation:

Evaluation is the comparison of actual MIW project impacts against the agreed strategic plans. It looks at what you set out to do, at what you have accomplished, and how you accomplished it. It can be shaping. It can also be total. Someone once described this as the difference between a check-up to find the problem before it happens and an autopsy which is to check after the problem as occurred!

Evaluation involves:

· Looking at what the MIW project intended to achieve – what difference did it want to make? What impact did it want to make?
· Assessing its progress towards what it wanted to achieve, its impact targets.
· Looking at the strategy of the MIW project. Did it have a strategy? Was it effective in following its strategy? Did the strategy work? If not, why not?
· Looking at how it worked. Was there an efficient use of resources? What were the opportunity costs of the way it chose to work? How sustainable is the way in which the MIW project works? What are the implications for the various stakeholders in the way the organization works?
There are many different ways of doing an evaluation. Some of the more common terms you may have come across are:

· Self-evaluation: This involves the MIW project holding up a mirror to itself and assessing how it is doing, as a way of learning and improving project. It takes a very self-reflective and honest organization to do this effectively, but it can be an important learning experience.


· Participatory evaluation: This is a form of internal evaluation. The intention is to involve as many people with a direct stake in the work as possible. This may mean MIW project staff and beneficiaries working together on the evaluation. If an outsider is called in, it is to act as a facilitator of the process, not an evaluator.


· Rapid Participatory Appraisal: Originally designed for rural areas in developing countries, the same methodology can, in fact, be applied in most communities. This is a qualitative way of doing evaluations. It is semi-structured and carried out by an interdisciplinary team over a short time. It is used as a starting point for understanding a local situation and is a quick, cheap, useful way to gather information. It involves the use of secondary data review, direct observation, semi-structured interviews, key informants, group interviews, games, diagrams, maps and calendars. 


· External evaluation: This is an evaluation done by a carefully chosen outsider or outsider team (i.e. consultant.)


· Interactive evaluation: This involves a very active interaction between an outside evaluator or evaluation team and the organization or project being evaluated. Sometimes an insider may be included in the evaluation team.

Selecting an external Evaluator or Evaluation Team
Qualities to look for in an external evaluator or evaluation team:

· An understanding of development issues.

· An understanding of organizational issues.

· Have a knowledge of disability issues or the thematic of the MIW project

· Experience in evaluating development projects, programs or organizations.

· A good track record with previous clients.

· Research skills.

· A commitment to quality.

· A commitment to deadlines.

· Objectivity, honesty and fairness.

· Logic and the ability to operate systematically.

· Ability to communicate verbally and in writing.

· A style and approach that fits with your organization.

· Values that is compatible with those of the organization.

· Reasonable rates (fees), measured against the going rates.

How do you find all this out? By asking lots of questions!

When you decide to use an external evaluator:

· Check his/her/their references.

· Meet with the evaluators before making a final decision.

· Communicate what you want clearly – good Terms of Reference are the foundation of a good contractual relationship.

· Negotiate a contract which makes provision for what will happen if time frames and output expectations are not met.

· Ask for a work plan with outputs and timelines.

· Maintain contact – ask for interim reports as part of the contract – either verbal or written.

· Build in formal feedback times.

Do not expect any evaluator to be completely objective. S/he will have opinions and ideas – you are not looking for someone who is a blank page! However, his/her opinions must be clearly stated as such, and must not be disguised as “facts”. It is also useful to have some idea of his/her (or their) approach to evaluation.

What do we want to know?

What we want to know is linked to what and who we think is important. In development work, what we think is important is linked to our values.

So, the first thing we need to know is: Is what we are doing and how we are doing it meeting the requirements of these values of the MIW project or its targeted community? In order to answer this question, our monitoring and evaluation system must give us information about:

·  Is the disability community benefiting from what we do? How much are they benefiting?
· Are the persons with disabilities passive recipients or does the process enable them to have some control over their lives?
· Are there lessons in what we are doing that have a broader impact than just what is happening on our MIW project?
· Can what we are doing be sustained in some way for the long-term, or will the impact of our work cease when we leave?
· Are we getting optimum results for the least possible amount of contribution?

Indicators:
· Indicators are also dealt with in overview of planning, in the section on monitoring and evaluation. Indicators are measurable or tangible signs that something has been done or that something has been achieved. In some studies, for example, an increased number of television aerials in a community have been used as an indicator that the standard of living in that community has improved. 


· An indicator of community empowerment might be an increased frequency of community members speaking at community meetings. If one were interested in the gender impact of, for example, drilling a well in a village, then you could use “increased time for involvement in development projects available to women” as an indicator.

· Common indicators for something like overall health in a community are the infant/child/maternal mortality rate, the birth rate, and nutritional status and birth weights. You could also look at less direct indicators such as the extent of immunization, the extent of potable (drinkable) water available and so on.  Indicators are an essential part of a monitoring and evaluation system because they are what you measure and/or monitor. 
Through the indicators you can ask and answer questions such as:

· Who?

· How many?

· How often?

· How much?

· You need to decide early on what your indicators are going to be so that you can begin collecting the information immediately. 

· Be aware that some indicators might be impacted by other factors and it would not show any improvement in the MIW project. While this may be true, within the MIW project it is possible to identify other variables and take them into account. Set up an indicator from the beginning that would be impact by the MIW project exclusively and not influenced by outside factors. It is also important to note that, if nothing is changing, if there is no improvement in the measurement of the key indicators identified, then your strategy of the MIW project is not working and needs to be rethought.

DEVELOPING INDICATORS

Step 1: Identify the problem situation you are trying to address. The following might be problems:

· Economic situation (unemployment, low incomes etc)
· Social situation (housing, health, education etc)
· Cultural or religious situation (not using traditional languages, low attendance at religious services etc)
· Political or organizational situation (ineffective local government, faction fighting etc)

There will be other situations as well.

Step 2: Develop a vision for how you would like the problem areas to be/look. This will give you impact indicators.

· What will tell you that the vision has been achieved? What signs will you see that you can measure that will “prove” that the vision has been achieved? For example, if your vision was that persons with disability in your community would be gain accessible to movie theatre, or concert, then you can use building/leisure indicators to measure how well you are doing. Are persons with disabilities able to access the building? Are they able to enjoy the full benefit of the concert like everyone else? If you can answer “yes” to these questions then progress is being made.

Step 3: Develop a set of ideas for how you want things to be achieved. This will give you process indicators.

· If, for example, you want success to be achieved through community efforts and participation, then your set of ideas might include things like community workers who has a disability from the community trained and offering a competent service used by all; community organizes clean-up events on a regular basis, and so on.

Step 4: Develop indicators for effectiveness.

· For example, if you believe that you can increase the secondary school pass rate for persons with disabilities by training teachers on the issue of disabilities, then you need indicators that show you have been effective in training the teachers.

Step 5: Develop indicators for your efficiency targets.

· Here you can set indicators such as: planned workshops are run within the stated timeframe, the safety of persons with disabilities to and from meetings, and volunteers doing their job properly with persons with disabilities.

With this framework in place, you are in a position to monitor and evaluate efficiency, effectiveness and impact.
http://www.civicus.org/new/media/Monitoring%20and%20Evaluation.pdf 
