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PREFACE 

				This book is intended for college students taking courses in project management. It may be used either as a companion volume to a standard text on monitoring and evaluation or as the principal text on monitoring and evaluation or as a principal text in courses oriented largely toward monitoring ; but consultants, who have been in practice for a considerable time, should also find it handy. The purpose of the book is to provide essential practical step-by-step guidelines to designing g and implementing monitoring and evaluation programmes.

				The outstanding feature of the book lies in its organization. The chapters are arranged in chronological sequence to correspond to the classic steps in monitoring and evaluation systems. By looking at the monitoring and evaluation steps, the reader is presented with a logical, integrated framework. The principles and ideas expressed herein are relevant to any monitoring and evaluation programme.

				I am greatly indebted to the contributions of my colleagues at Jomo Kenyatta University of Agriculture and Technology and the Kenya Institute of Management who have been instrumental in the preparation of this work. I also acknowledge Martin O. Adar for the major design for this book.

				 

				Patrick Gudda

				 

				

CHAPTER ONE 

				MONITORING

				INTRODUCTION

				Monitoring is the art of collecting the necessary information with minimum effort in order to make a steering decision at the right time. This information also constitutes an important and necessary data base for analysis, discussion, (self-) evaluation and reporting. As a regular and systematic process integrated in the cycle of projects/programmes, monitoring is different from evaluation. The aim is to see if programmes are «doing the right thing and are doing it right» in order to improve their quality. Monitoring is a continuing function that aims primarily to provide project management and the main stakeholders of an ongoing programme or project with early indications of progress, or lack thereof, in the achievement of programme or project objectives (UNDP, 2001). Monitoring is performed while a project is being implemented, with the aim of improving the project design and functioning while in action.

				Bamberger and Hewitt (1986) defines monitoring as: “an internal project activity designed to provide constant feedback on the progress of a project, the problems it is facing, and the efficiency with which it is being implemented”

				The fundamental prerequisite for monitoring is the Annual Work plan and budget of the project. Monitoring enables a manager to identify and assess potential problems and success of a programme or project. It provides the basis for corrective actions, both substantive and operational, to improve the programme or project design, manner of implementation and quality of results. In addition, it enables the reinforcement of initial positive results.

				The Power of Measuring Results

				•	If you do not measure results, you cannot tell success from failure.

				•	If you cannot see success, you cannot reward it.

				•	If you cannot reward success, you are probably rewarding failure.

				•	If you cannot see success, you cannot learn from it.

				•	If you cannot recognize failure, you cannot correct it.

				•	If you can demonstrate results, you can win public support.

				 

				Through monitoring, a manager is also able to determine whether or not a project continues to be relevant. In this context, relevance refers to whether or not:

				•	The programme or project supports development priorities and donor’s thematic concerns;

				•	Appropriate groups are being targeted; and

				•	The objectives remain valid in light of any changes in the programme or project environment.

				 

				The requirements for effective monitoring are baseline data, indicators of performance and results, and mechanisms or procedures that include such planned actions as field visits, stakeholder meetings and systematic reporting. (Kezsbom, Donald, and Katherine (1989). To emphasize monitoring as an essential management function, monitoring actions must be adequately planned.

				Monitoring actions must be undertaken throughout the lifetime of a specific programme or project. In addition, ad hoc studies may be carried out as needed, for example, when an unexpected problem arises for which planned monitoring activities cannot provide sufficient information. The results of such actions may lead to a timely solution rather than waiting for a formal evaluation. Like other monitoring activities, these studies must seek the views of target groups on how to improve the relevance and performance of the programme or project.

				According to Bamberger and Hewitt (1986) monitoring and evaluation systems can be an effective way to:

				•	Provide constant feedback on the extent to which the projects are achieving their goals.

				•	Identify potential problems at an early stage and propose possible solutions.

				•	Monitor the accessibility of the project to all sectors of the target population.

				•	Monitor the efficiency with which the different components of the project are being implemented and suggest improvements.

				•	Evaluate the extent to which the project is able to achieve its general objectives.

				•	Provide guidelines for the planning of future projects

				•	Influence sector assistance strategy. Relevant analysis from project and policy evaluation can highlight the outcomes of previous interventions, as well as the strengths and weaknesses of their implementation.

				•	Improve project design. Use of project design tools such as the log frame (logical framework) results in systematic selection of indicators for monitoring project performance. The process of selecting indicators for monitoring is a test of the soundness of project objectives and can lead to improvements in project design.

				•	Incorporate views of stakeholders. Awareness is growing that participation by project beneficiaries in design and implementation brings greater “ownership” of project objectives and encourages the sustainability of project benefits. Ownership brings accountability. Objectives should be set and indicators selected in consultation with stakeholders, so that objectives and targets are jointly “owned”. The emergence of recorded benefits early on helps reinforce ownership, and early warning of emerging problems allows action to be taken before costs rise.

				•	Show need for mid-course corrections. A reliable flow of information during implementation enables managers to keep track of progress and adjust operations to take account of experience

				 

				The relation between Monitoring and Planning

				According to Balzer, Dimalanta, and Kunz (2004) monitoring requires logical and consistent planning which documents a consensus on the intended intervention strategy and development hypothesis. Monitoring has to be based on the planning documents i.e. on the PPM, the Work plan and the resource/budget plan

				Consequently Monitoring concentrates on:

				•	Resources

				•	Activities

				•	Objectives (Results, Purpose Development Goal)

				•	Key Assumptions

				 

				In addition, provisions have to be made to ensure that unplanned

				•	(negative) developments are noted and taken into account for

				•	Project steering

				 

				Evaluation Provides Information on:

				•	Strategy: are the right things being done?

				•	Rationale or justification

				•	Clear theory of change

				•	Operations: are things being done right?

				•	Effectiveness in achieving expected outcomes

				•	Efficiency in optimizing resources

				•	Client satisfaction

				•	Learning: are there better ways?

				•	Alternatives

				•	Best practices

				•	Lessons learned

				 

				Using Evaluation to Answer Management Questions

				Evaluations can also help answer eight different types of questions that managers frequently pose:

				1.	Descriptive: Describe the content of the information campaign in country X for HIV/AIDS prevention. (Focuses on careful description of a situation, process, or event. Often used as the basis for a case study approach.)

				2.	Normative or compliance: How many days during the year were national drinking water standards met? (Determines whether a project, program, or policy met stated criteria.)

				3.	Co relational: What is the relation between the literacy rate and number of trained teachers in a locality? (Shows the link between two situations, or conditions, but does not specify causality.)

				4.	Impact or cause and effect: Has the introduction of a new hybrid seed caused increased crop yield? (Establishes a causal relation between two situations or conditions.)

				5.	Program logic: Is the sequence of planned activities likely to increase the number of years girls stay in school? (Assesses whether the design has correct causal sequence.)

				6.	Implementation or process: Was a project, program, or policy to improve the quality of water supplies in an urban area implemented as intended? (Addresses whether implementation occurred as planned.)

				7.	Performance: Are the planned outcomes and impacts from a policy being achieved? (Establishes links between inputs, activities, outputs, outcomes, and impacts.)

				8.	Appropriate use of policy tools: Has the government made use of the right policy tool in providing subsidies to indigenous farmers to deploy a new agricultural technology? (Establishes whether the appropriate instruments were selected to achieve aims.)

				 

				Purpose of the Process

				The Project Monitoring and Controlling Processes are used by project managers and project teams to ensure the team is making satisfactory progress to the project goals. The purpose is to track all major project variables—cost, time, scope, and quality of deliverables. The overall objectives of the process are to:

				•	Track and review actual project accomplishments and results to project plans

				•	Revise the project plan to reflect accomplishments thus far, and to revise the plan for remaining work, if needed

				•	Provide visibility into progress as the project proceeds, so that the team and management can take corrective action early when project performance varies significantly from original plans

				 

				Deliverables from monitoring and controlling include

				•	Written status reports

				•	Updates to lists of action items, risks, problems, and issues

				•	Updates to the plan and schedule, to reflect actual progress

				•	Comparisons of actual costs to budgeted costs, as well as the cost/benefit analysis used when starting the project

				•	Audit and review reports of the activities and work products under development

				 

				Principles of Monitoring Systems

				Balzer, Dimalanta and Kunz (2004) aver that there is no universally applicable monitoring model. Rather, the scope of a monitoring system is defined by

				•	The units receiving and using monitoring information and

				•	The type of information provided

				 

				Furthermore, they hold that any monitoring system has to be tailored to the:

				•	Type, complexity and size of programme

				•	Institutional set-up

				•	Managerial responsibilities

				•	Reporting requirements and dates

				•	Frame conditions

				 

				Monitoring systems must take into account existing rules and procedures for data collection and reporting. Finally, monitoring should allow adjustment of program implementation at the appropriate level and through the responsible personnel.

				Framework for Project Monitoring and Evaluation

				[image: Framework%20for%20Project%20Monitoring%20%26%20Evaluation.jpg]

				 

				Figure 1-1 is a framework for project monitoring and evaluation. Adapted from the World Bank technical paper: Monitoring and Evaluating Urban Development Programs: A Handbook for Program Managers and Researchers. It breaks down the process into several levels of evaluation.

				 

				`1.2 Good Monitoring and Evaluation Design

				Good monitoring and evaluation design during project preparation is a much broader exercise than just the development of indicators. Good design has five components:

				1.	Clear statements of measurable objectives for the project and its components, for which indicators can be defined.

				2.	A structured set of indicators, covering outputs of goods and services generated by the project and their impact on beneficiaries.

				3.	Provisions for collecting data and managing project records so that the data required for indicators are compatible with existing statistics, and are available at reasonable cost.

				4.	Institutional arrangements for gathering, analyzing, and reporting project data, and for investing in capacity building, to sustain the Monitoring and evaluation service.

				5.	Proposals for the ways in which Monitoring and evaluation findings will be fed back into decision making.

				 

				Project Objectives

				Projects are designed to further long-term sectoral goals, but their immediate objectives, at least, should be readily measurable (Jiggins, 1995). Thus, for example, a health project might be designed to further the sectoral goals of a reduction in child mortality and incidence of infectious diseases, but have an immediate, measurable objective of providing more equitable access to health services. Objectives should be specific to the project interventions, realistic in the timeframe for their implementation, and measurable for evaluation.

				Projects are evaluated with regard to the achievement of the stated outputs as a function of allocated time and resources.

				•	‘Outputs’ refers to tangible products resulting from a development project, for example, a health facility or a number of houses.

				•	‘Outcomes’ are what the project hopes to achieve as result of the outputs: for example, Capacity Building and Empowerment.

				 

				Thurwa’s District Primary Education Project, for example, set out its objectives at the district level in clear statements linked directly to indicators: Capacity building: District sub-project teams would be fully functional, implementing sub-project activities and reporting quarterly on progress. In-service teams would be functioning, with augmented staff and equipment, providing support for planning and management, teacher in-service training, development of learning materials, and program evaluation. Reducing dropout and improving learning achievement: School/community organizations would be fully functional for at least half the schools, and dropout rates would be reduced to less than 10 percent. Learning achievements in language and mathematics in the final year of primary school would be increased by 25 percent over baseline estimates. Improving equitable access. Enrollment disparities by gender and caste would be reduced to less than five percent.

				INDICATORS

				Indicators are measures of change(s) brought about by an activity. Indicators communicate information about progress towards particular goals, provide clues about matters of larger significance, or make perceptible a trend or a phenomenon that is not immediately detectable (Hammond et al, 1995). The indicators provide both qualitative and quantitative data that reveal the effectiveness of project implementation that is, problems encountered and successes achieved so far. Indicators can be used for many purposes, such as:

				•	Providing a framework for collecting and reporting information;

				•	Providing guidance to various organizations on needs, priorities and policy effectiveness; and

				•	Facilitating local community efforts to undertake and strengthen development plans.

				 

				The choice of indicators depends on the purpose for which they are required and on the audience. Formative indicators are set with a time frame to be measured during a phase or project and are the same as milestones. Summative indicators are used to measure performance at the end. It is worth noting that indicators should be specific, verifiable, logical and cost-effective.

				i)	Specific and measurable:—in terms of quality, quantity, time, location and target group.

				ii)	Relevant and substantial:—they need to catch the core of a particular objective.

				iii)	Sensitive:—show changes in short, medium or long-term that will be happening as a result of the project / programme.

				iv)	Cost-effective:—can be measured with reasonable cost and effort, proportionate with the scale of the project / programme.

				v)	Verifiable and available:—the information needs to be collected at the time planned. When deciding on means of verification

				•	Describe the data needed;

				•	Source of primary / secondary data;

				•	Who will collect and document the data and

				•	The frequency and dates of data collection.

				vi)	Logical:—the objectives and their indicators need to be necessary and sufficient to achieve wider objectives.

				 

				The “CREAM” of Good Performance Indicators

				The “CREAM” of selecting good performance indicators is essentially a set of criteria to aid in developing indicators for a specific project, program, or policy (Schiavo-Campo 1999, p. 85). Performance indicators should be clear, relevant, economic, adequate, and monitorable. CREAM amounts to an insurance policy, because the more precise and coherent the indicators, the better focused the measurement strategies will be.

				Clear:—Precise and unambiguous

				Relevant:—Appropriate to the subject at hand

				Economic:—Available at a reasonable cost

				Adequate;—Provide a sufficient basis to assess performance

				Monitorable:—Amenable to independent validation

				 

				If any one of these five criteria is not met, formal performance indicators will suffer and be less useful. Performance indicators should be as clear, direct, and unambiguous as possible.

				The following are examples of indicators at various levels. The table below provides an example of an outcome and some possible program and project level indicators.

				 

				Program and Project Level Results Indicators: An Example from the Irrigation Sector

				 

				[image: TEXT.pdf]

				 

				Source: Adapted from IFAD 2002, p.19.

				 

				Outcome: Increased Participation of Farmers in Local Markets

				 

				
					
						
								
								Possible outcome indicators

								•	Percent change in annual revenue

								•	Percent change in amount of spoiled crops

								•	Percent change in crop pricing due to competition

								•	Percent change in agricultural employment.

							
						

					
				

				 

				 

				Establishing Baseline Data on Indicators

				“The baseline is the situation before a program or activity begins; it is the starting point for results monitoring. The target is what the situation is expected to be at the end of a program or activity A thorough analysis of the key factors influencing a development problem complements the development of baseline data and target setting.” (UNDP 2002, pp. 66–67). The Table below contains an example of baseline data for a particular policy area: Education.

				 

				Baselines are derived from outcomes and indicators. A performance baseline is information—qualitative or quantitative-that provides data at the beginning of, or just prior to, the monitoring period. The baseline is used as a starting point, or guide, by which to monitor future performance. Baselines are the first critical measurement of the indicators.

				 

				[image: TEXT.pdf]

				 

				The challenge is to obtain adequate baseline information on each of the performance indicators for each outcome. This can quickly become a complex process. It is important to be judicious in the number of indicators chosen, because each indicator will need data collection, analysis, and reporting systems behind it.

				As proposed by Kusek and Rist (2004), there are eight key questions that should be asked in building baseline information for every indicator. (These questions continue to apply in subsequent efforts to measure the indicator.)

				1.	What are the sources of data? Sources are who or what provide data—not the method of collecting data.

				2.	What are the data collection methods?

				 

				Informal and less-structured methods

				º	Conversation with concerned individuals

				º	Field visits

				º	Reviews of official records (management information system and administrative data)

				º	Key informant interviews

				º	Participant observation

				º	Focus group interviews

				 

				Formal and more-structured methods

				•	Direct observation

				•	Questionnaires

				•	One-time survey

				•	Panel surveys

				•	Census

				•	Field experiments

				•	Community interviews

				 

				3.	Who will collect the data?

				4.	How often will the data be collected?

				5.	What is the cost and difficulty to collect the data?

				Data collection strategies necessarily involve some tradeoffs with respect to cost, precision, credibility, and timeliness. For example, the more structured and formal methods for collecting data generally tend to be more precise, costly, and time consuming. If data are needed frequently and on a routine basis to inform management decision-making, it may be preferable to adopt less precise, more unstructured, and inexpensive data collection strategies.

				After gathering baseline data on indicators, the next step is to establish results targets—what can be achieved in a specific time toward reaching the outcome. Identifying the expected and desired level of project, program, or policy results requires the selection of specific performance targets. Target setting is the final step in building the performance framework. It, in turn, is based on outcomes, indicators, and baselines. The reasoning process is a deductive one, flowing back from the desired outcomes.

				A target is “ . . . a specified objective that indicates the number, timing and location of that which is to be realized” (IFAD 2002, p. 11). Kusek and. Rist (2004) hold that targets are interim stepson the way to an outcome and eventually to a longer-term goal. In essence, targets are the quantifiable levels of the indicators that a country, society, or organization wants to achieve by a given time. Targets are based on known resources (financial and organizational) plus a reasonable projection of the available resource base over a fixed period of time
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				Source: Adapted from Kusek & Rist (2004) Ten Steps to a Results—Based Monitoring and Evaluation System: A Handbook f o r D e v e l o p m e n t P r a c t i t i o n e r s Washington, D.C. The International Bank for Reconstruction and Development / The World Bank p.87

				6.	Who will analyze the data?

				7.	Who will report the data?

				8.	Who will use the data?

				 

				Indicators range from primary, secondary, direct, indirect to quantitative and qualitative indicators. Primary indicators: can be measured directly e.g. except (sales vol., no of personnel trained etc). Secondary indicators: are relative measures derived from primary indicators. The indicators would focus on:

				i)	Relevance:—does the project / programme address the needs?

				ii)	Efficiency:—are we using the available resources wisely?

				iii)	Effectiveness:—are the desired outputs being achieved? Is the project delivering results it set out with?

				iv)	Impact:—have wider goals been achieved? What changes have occurred that help targeted individuals and or communities?

				v)	Sustainability:—will the impact be sustainable? Will any structures and processes established be sustained?

				 

				Input indicators are quantified and time-bound statements of resources to be provided. Information on these indicators comes largely from accounting and management records. Input indicators are often left out of discussions of project monitoring, though they are part of the management information system. A good accounting system is needed to keep track of expenditures and provide cost data for performance analysis of outputs. Input indicators are used mainly by managers closest to the tasks of implementation, and are consulted frequently, as often as daily or weekly.

				Process indicators measure what happens during implementation. Often, they are tabulated as a set of contracted completions or milestone events taken from an activity plan. There are a great many ‘process’ issues, which might be measured in connection with projects, all leading to increased capacities and self-reliance. According to Meyer and Singh (2003) four process indicators are identified below:

				i.	Capacity building on the part of the individuals or local group in a community. Guiding questions would include: what new skills have been acquired? What local knowledge has been identified and used? What institutions have been strengthened?

				ii.	Organizational skills suggest the development of group capabilities in identifying problems, prioritizing solutions, implementing programmes, dealing with conflict, consensus building, negotiation and problem solving.

				iii.	Leadership is an essential element in strengthening local communities. The emergence of local leadership committed to these goals and able to mobilize and organize local groups is an important part of this process.

				iv.	Partnerships can strengthen development effort through linking the various stakeholders in a common effort. Partnerships that build relationships between local communities and external agents, regional, national, and even international can help bring a project to fruition and can serve as an indicator that the project is not likely to wither in isolation and neglect.

				 

				Examples: Date by which building site clearance must be completed; latest date for delivery of fertilizer to farm stores; number of health outlets reporting family planning activity; number of women receiving contraceptive counseling; status of procurement of school textbooks.

				Output indicators show the immediate physical and financial outputs of the project in terms of physical quantities, organizational strengthening, and initial flows of services. They include performance measures based on cost or operational ratios.

				Examples: Kilometers of all-weather highway completed by the end of September; percentage of farmers attending a crop demonstration site before fertilizer top-dressing; number of teachers trained in textbook use; cost per kilometer of road construction; crop yield per hectare; ratio of textbooks to pupils; time taken to process a credit application; number of demonstrations managed per extension worker; steps in the process of establishing water users’ associations.

				The Use of Proxy Indicators

				You may not always be precise with indicators, but you can strive to be approximately right. Sometimes it is difficult to measure the outcome indicator directly, so proxy indicators are needed. According to Kusek and Rist (2004) indirect, or proxy, indicators should be used only when data for direct indicators are not available, when data collection will be too costly, or if it is not feasible to collect data at regular intervals. However, caution should be exercised in using proxy indicators, because there has to be a presumption that the proxy indicator is giving at least approximate evidence on performance. For example, if it is difficult to conduct periodic household surveys in dangerous housing areas, one could use the number of tin roofs or television antennas as a proxy measure of increased household in—come. These proxy indicators might be correctly tracking the desired outcome, but there could be other contributing factors as well; for example, the increase in income could be attributable to drug money, or income generated from the hidden market, or recent electrification that now allows the purchase of televisions. These factors would make attribution to the policy or program of economic development more difficult to assert.

				Impact refers to medium or long-term developmental change. (Some writers also refer to a further class of outcome indicators, more specific to project activities than impact indicators, which may be sectoral statistics, and deal more with the direct effect of project outputs on beneficiaries). Measures of change often involve complex statistics about economic or social welfare and depend on data that are gathered from beneficiaries (Kezsbom, Donald, and Katherine (1989). Early indications of impact may be obtained by surveying beneficiaries’ perceptions about project services. This type of leading indicator has the twin benefits of consultation with stakeholders and advance warning of problems that might arise.

				 

				IMPACT INDICATORS HAVE BOTH QUALITATIVE AND QUANTITATIVE DIMENSIONS.

				i.	Productivity:—can be measured in terms of increased output per given unit of land, labour, or period of time. Improved productivity may also be a matter of decreased labour time for the same output and it cam be determined by measuring income.

				ii.	Welfare:—has many dimensions. It should be possible to select those most relevant to the type of project e.g. health, educational opportunity, nutrition, improved housing, better sanitation.

				iii.	Equity:—as a measure will suggest how broadly based are improvements in welfare and productivity. It requires consideration of social groups and suggests that the contextual analysis (as part of the primary data—gathering exercise) is an important component of building indicators.

				iv.	Environment:—requires measures of the ways in which a project is affecting soil fertility, water quality and retention, erosion, natural vegetation and biodiversity.

				 

				Examples of impact: (health) incidence of low birth weight, percentage of women who are moderately or severely anemic; (education) continuation rates from primary to secondary education by sex, proportion of girls completing secondary education; (forestry) percent decrease in area harvested, percent increase in household income through sales of wood and non-wood products. Examples of beneficiary perceptions: proportion of farmers who have tried a new variety of seed and intend to use it again; percentage of women satisfied with the maternity health care they receive.

				Sustainability Indicators are essential for determining not only the viability of the project at the moment the evaluation is being prepared, but also its longevity and influence. Four indicators are identified below.

				i.	Replicability suggests that others can readily undertake a similar project. If there is spontaneous replication, so much the better. This implies that the project is spreading on the basis of its own merits without an outside organizer or initiator.

				ii.	Local ownership is an important indicator of the project’s lifetime. If local people find it useful, want it to continue and are prepared to assume responsibility for assuring the continuation, local ownership has been achieved and so is the level of local empowerment.

				iii.	Cost-effectiveness is an essential part of sustainability, although it may be difficult to separate from the impact indicators. If the project is not cost-effective—in the broadest sense of the term, including all levels of effort required of the local people to sustain it is then unlikely to be supported by the local residents. Three types of cost-effectiveness, each designed to meet the needs of different kinds of projects, include:

				•	Measures of costs in comparison with community resources;

				•	The ratio of net benefits to costs; and

				•	The ratio of per-unit costs.

				 

				Environmental sustainability is an essential element of sustainability. If the project or programme has, on balance, a negative impact on its environment, it may bring short-term benefits (such as some types of mining) but is not sustainable in the long-term. Many projects have both positive and negative effects on the environment, and these must be weighed in each situation.

				The Table below clarifies how the indicators connect the enabling conditions revealing the latter’s relevance to meeting environmental and economic objectives in various projects.

				INDICATORS, ENABLING CONDITIONS, AND ILLUSTRATIVE CHANGES IN SOME PROJECTS

				 

				
					
						
								
								Enabling Conditions

							
								
								Impact

							
								
								Process

							
								
								Sustainability

							
						

						
								
								Extension and Training

							
								
								Environment: Improved, intensive farming on farmland resulting from new information

							
								
								Partnerships Household and community adoption of agriculture over time

							
								
								Local ownership Group organization of AI services

							
						

						
								
								Gender disaggregated data

							
								
								Productivity

								Increased productivity

								(Sales through communal efforts—Ahero women vegetable vendors)

							
								
								Capacity Building

								Organized farmer production groups (Nyando rice fields)

							
								
								Cost-effectiveness

								Spontaneous replication of communal vegetable gardens (along road reserves)

							
						

						
								
								Livelihood security

							
								
								Welfare

								Improved nutrition/sales from aquaculture

							
								
								Organizational skills

								Farmers keep records showing increased milk yield from grade cows (women groups).

							
								
								Environmental sustainability

								Group members rehabilitate soil with compost

							
						

						
								
								Partnerships and Linkages

							
								
								Productivity

								New technologies and higher yields resulting from national and international research linkages.

							
								
								Capacity building

								Long-term collaboration of extension services, farmer organizations and researchers.

							
								
								Replicability

								New groups undertaking partnership projects

							
						

					
				

				 

				 

				COLLECTING DATA AND MANAGING PROJECT RECORDS

				The achievement of project objectives normally depends on how project beneficiaries respond to the goods or services delivered by the project. Evidence of their response and the benefits they derive requires consultation and data collection that may be outside the scope of management. It is important to identify how beneficiaries are expected to respond to project services, because managers will need evidence of that response if they are to modify their activities and strategy. Indications that beneficiaries have access to, are using, and are satisfied with project services give early indication that the project is offering relevant services and that direct objectives are likely to be met (Kezsbom, Donald, and Katherine (1989). Such evidence—market research—may be available sooner and more easily than statistics of impact such as changes in health status or improvements in income. Market research information is an example of a leading indicator of beneficiary perceptions that can act as a proxy for later, substantive impact. Other leading indicators can be identified to give early warning about key assumptions that affect impact. Examples would include price levels used for economic analysis, passenger load factors in transport projects, and adoption of healthcare practices. When planning the information needs of a project there is a difference between the detail needed for day-to-day management by the implementing agency or, later, for impact evaluation and the limited number of key indicators needed to summarize overall progress in reports to higher management levels.

				For example, during construction of village tube wells, project managers will need to keep records about the materials purchased and consumed, the labor force employed and their contracting details, the specific screen and pump fitted, the depth at which water was found, and the flow rate. The key indicators however, might be just the number of wells successfully completed and their average costs and flow rates.

				Exogenous indicators are those that cover factors outside the control of the project but which might affect its outcome, including risks (parameters identified during economic, social, or technical analysis, that might compromise project benefits); and the performance of the sector in which the project operates. Concerns to monitor both the project and its wider environment call for a data collection capacity outside the project and place an additional burden on the project’s Monitoring and evaluation effort. An example of a grain storage project in Myanmar demonstrates the importance of monitoring risk indicators. During project implementation, policy decisions about currency exchange rates and direct access by privately owned rice mills to overseas buyers adversely affected the profitability of private mills. Management would have been alerted to the deteriorating situation had these indicators of the enabling environment been carefully monitored. Instead, a narrow focus on input and process indicators missed the fundamental change in the assumptions behind the project. The relative importance of indicators is likely to change during the implementation of a project, with more emphasis on input and process indicators at first, shifting to outputs and impact later on. This is a distinction between indicators of implementation progress and indicators of development results.

				Data collection Project field records. Indicators of inputs and processes will come from project management records originating from field sites. The quality of record keeping in the field sets the standard for all further use of the data and merits careful attention. Monitoring and evaluation designers should examine existing record-keeping and the reporting procedures used by the project authorities to assess the capacity to generate the data that will be needed. At the same time, they should explain how and why the indicators will be useful to field, intermediate, and senior levels of project management. The design of field records about, say, farmers in extension groups, people attending a clinic, or villagers using a new water supply, will affect the scope for analysis later. The inclusion of simple socioeconomic characteristics such as age and sex may significantly improve the scope for analysis. A good approach is to structure reporting from the field so that aggregates or summaries are made at intermediate stages. In this way, field staff can see how averages or totals for specific villages or districts enable comparisons to be drawn and fieldwork improved.

				Surveys and studies. To measure output and impact may require the collection of data from sample surveys or special studies (including, where appropriate, participatory methods). Studies to investigate specific topics may call for staff skills and training beyond those needed for regular collection of data to create a time series. Where there is a choice, it is usually better to piggyback project-specific regular surveys on to existing national or internationally supported surveys than to create a new data collection facility. Special studies may be more manageable by a project unit directly, or subcontracted to a university or consultants. If the special studies are to make comparisons with data from other surveys it is vital that the same methods be used for data collection (see below). In the project plan, proposals to collect data for studies should include a discussion of: the objectives of the study or survey; the source of data; choices and proposed method of collection; and likely reliability of the data.

				Data comparability. Some desired indicators of impact, such as mortality rates, school attendance, or household income attributable to a project, may involve comparisons with the situation before the project, or in areas not covered by the project. Such comparisons may depend on the maintenance of national systems of vital statistics, or national surveys. Before data from such sources are chosen as indicators of project impact the designer needs to confirm that the data systems are in place and reliable and that the data are valid for the administrative area in question and for any control areas. Potential problems in making comparisons with existing data include incomplete coverage of the specific project area; the use of different methods to collect data, such as interviewing household members in one survey and only household heads in another; and changes in techniques such as measuring crop output in one survey and collecting farmers’ estimates in another. Problems such as these can invalidate any comparison intended to show changing performance. To give the comparability needed for evaluation, study proposals should explain and justify the proposed approach and ensure consistency in methods. The complexity of the statistics and problems of attributing causality mean that often it is more appropriate to use the delivery of services and beneficiary response as proxy indicators than to attempt to measure impact.

				The Data Quality Triangle: Reliability, Validity, and Timeliness

				A data collection system for all indicators (implementation and results) should possess three key criteria: reliability, validity, and timeliness. To the extent that any of these criteria are absent, the credibility of the system will diminish.
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				Reliability:—The extent to which the data collection approach is
 	           stable and consistent across time and space

				Validity:—The extent to which indicators clearly and directly measure
	      the performance intended to be measured

				Validity is important: indicators should measure, as directly and succinctly as possible, actual and intended performance levels

				Timeliness:—Timeliness consists of three elements:

				•	Frequency (how often are data collected?)

				•	Currency (how recently have data been collected?)

				•	Relevance (are data available frequently enough to support management decisions?)

				Analyzing Results Data

				In analyzing and reporting data, the more frequent the data measurements over time, the more certain one can be of trends, directions, and results. Examine changes over time:

				•	Compare present to past data to look for trends and other changes.

				•	The more data points there are, the more compelling the trends.

				 

				Participatory methods of data collection can bring new insights into peoples’ needs for project planning and implementation, but are no less demanding on skills than questionnaire surveys. They are time-consuming and require substantial talent in communication and negotiation between planners and participants.

				Institutional arrangements: capacity building

				Good monitoring and evaluation should develop the capacity of the beneficiaries and build on existing systems. Capacity building is widely acknowledged to be important but is often poorly defined. It means: upgrading skills in monitoring and evaluation, which include project analysis, design of indicators and reporting systems, socioeconomic data collection, and information management; improving procedures, to create functional systems that seek out and use information for decisions; and strengthening organizations to develop skilled staff in appropriate positions, accountable for their actions.

				How Monitoring and Evaluation findings can be fed back into Decision Making

				In projects where operating performance standards are quoted as an objective, or where decentralized processes call for localized capacity to plan and manage work programs and budgets, designers will need to describe how and when monitoring and evaluation findings will be used to shape work plans and contribute to program or policy development.

				The National Constituency Development Fund (CDF) Coordinating Office.

				It is worth noting that in Kenya there is need for the national CDF coordinating office to incorporate monitoring of implementation into its regular management procedures. Annual plans need to be prepared for each component, including an element of institutional development, and these will form the basis of annual monitoring. The analysis of implementation will depend on the functioning of a central database about sub-projects, created in each constituency from standardized data sheets. The database will produce the reports required for the project approval procedures, giving an incentive to field staff to use the system. Results from the implementation database will be analyzed in order to target field reviews and a mid-term review. The CDF have no specific monitoring and evaluation unit. Instead, each management sub-unit responsible for technical oversight of a component is responsible for ensuring the quality and timeliness of data collection, and for producing and analyzing reports. These reports will be presented by project component and be used to help diagnose technical and institutional implementation issues, propose and conduct studies, and plan institutional development and training.

				Experience with Implementation

				Even with a good design for monitoring and evaluation, experience shows that success during implementation depends heavily on a sense of ownership by the beneficiaries, adequate capacity in institutions, and sustained interest from the task and project managers throughout the life of the project. Two factors are important here. One is that the beneficiaries’ sense of ownership of the project provides a stimulus to transparent management and good information about progress. The other is that often beneficiaries doubt the value of adopting what may be costly and time consuming procedures to collect, analyze, and report information. In such circumstances sound design is especially important, with monitoring information providing a clear input to management decision making and, often, an emphasis on the early gains to be had from monitoring and on institutional procedures that encourage the use of monitoring data to trigger further implementation decisions.

				Using Evaluation Outcomes

				Evaluation information can help differentiate between the contributions of design and implementation to outcomes. In the figure below, Quadrant 1 is the best place to be—the design (a causal model of how to bring about desired change in an existing problem) is strong and the implementation of actions to address the problem is also strong. All managers, planners, and implementers would like to spend their time and efforts like this—making good things happen for which there is demonstrable evidence of positive change.
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				Quadrant 2 generates considerable ambiguity in terms of performance on outcome indicators. In this situation there is a weak design that is strongly implemented—but with little to no evident results. The evidence suggests successful implementation, but few results. The evaluative questions would turn to the strength and logic of the design. For example, was the causal model appropriate? Was it sufficiently robust that, if implemented well, it would bring about the desired change? Was the problem well understood and clearly defined? Did the proposed change strategy directly target the causes of the problem?

				 

				Quadrant 3 also generates considerable ambiguity in terms of performance with respect to outcome indicators. In this situation there is a well-crafted design that is poorly implemented—again, with little to no evident results. This is the reverse situation of Quadrant 2, but with the same essential outcome—no clear results. The evaluative questions focus on the implementation processes and procedures: Did what was supposed to take place actually take place? When, and in what sequence? With what level of support? With what expertise among the staff? The emphasis is on trying to learn what happened during implementation that brought down and rendered ineffective a potentially successful policy, program, or project.

				 

				Quadrant 4 is not a good place to be. A weak design that is badly implemented leaves only the debris of good intentions. There will be no evidence of outcomes. The evaluation information can document both the weak design and the poor implementation. The challenge for the manager is to figure out how to close down this effort quickly so as to not prolong its ineffectiveness and negative consequences for all involved.

				 

				Monitoring Mechanisms

				A variety of means are available for use by programme and project managers and other stakeholders in monitoring a programme or project. The monitoring tools applied should match the needs at each level.

				Levels of Monitoring

				As the table below indicates, there are two key types of monitoring—implementation monitoring and results monitoring. Both are important in tracking results. Implementation monitoring tracks the means and strategies (that is, those inputs, activities, and outputs found in annual or multiyear work plans) used to achieve a given outcome. These means and strategies are supported by the use of management tools, including budgetary resources, staffing, and activity planning. It should also be noted that there is an interaction between means and strategies (inputs, activities, and outputs) and outcome targets. Targets are set according to what the means and strategies potentially can yield.

				Results-Based Monitoring
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				Monitoring of outcomes may requires a mix of tools such as review, analysis or surveys as well as field visits The Programme Manager has to determine the right mix of monitoring tools and approaches for each project, programme or outcome, ensuring that the monitoring contains an appropriate balance following three characteristics:

				i)	Reporting—obtaining and analyzing documentation from the project that provides information on progress. For example: Annual Project report (APR), progress report, quarterly report, work plan, substantive project documentation;

				ii)	Validation—checking or verifying whether the reported progress is accurate or not. For example: field visits, spot-check visits, external assessment, client survey and evaluation.

				iii)	Participation—obtaining feedback from partners and beneficiaries on progress and proposed actions. For example: outcome groups, steering committee/mechanism, stakeholder meeting, focus group meetings, and annual review.

				 

				Work Plans

				Programme or project managers must prepare annual work plans that translate the project document into operational terms. The work plans should describe in detail the delivery of inputs, the activities to be conducted (which ones and how), and the expected results. They should clearly indicate schedules and the persons and/or institutions responsible for providing the inputs and producing results. The work plans should be used as the basis for monitoring the progress of programme or project implementation.

				To keep stakeholders informed of the progress of programmes or projects, managers should also provide them with work plans that do not need to be very detailed. These work plans could simply indicate critical milestones in implementation with the corresponding time table and responsible actors.

				Field Visits

				Programme or project managers must make field visits at regular intervals and adequate budgetary resources should be allocated for this purpose. In addition to inspecting the sites, physical outputs and services of the programme or project, the visits must focus on interaction with target groups to obtain their views on how the programme or project is affecting them (directly or indirectly, positively or negatively) and their proposed solutions to perceived problems.

				Persons undertaking the field visits must prepare their reports either at the site or immediately after the visits, focusing on relevance and performance, including early signs of potential problem or success areas

				Stakeholder Meetings

				The objective of stakeholder meetings is to involve the major stakeholders in addressing issues that pertain to the programmes or projects, thereby creating a sense of ownership. The Government (for Government funded projects) plays a key role in identifying the stakeholders. Besides the executing and implementing agencies and other development partners, it is essential that target groups that are expected to be affected by the programmes or projects be involved in the discussion of issues relevant to them.

				Depending on the issues and problems to be addressed, these meetings may be conducted at different levels and venues with varying frequency. Technical and operational issues may be handled at the programme or project management level whereas policy issues that have significant implications for the programme or project and their ultimate beneficiaries may be discussed at a higher level, e.g., bipartite or tripartite reviews.

				Programme or project management meetings must be conducted regularly. Bipartite or tripartite meetings must be held once a year, with additional meetings if the need arises. Reports should be prepared on all of these meetings

				Systematic Reporting during Implementation

				There must be systematic reporting on all programmes and projects regardless of budget or duration. The executing agency must submit an annual report to on the relevance, performance and likelihood of success of the programme or project.

				Internally, however, the programme or project management must prepare monitoring reports more frequently (i.e., monthly, quarterly and/or semi-annually) to serve its internal management requirements.

				Terminal Reports

				Upon completion of a programme or project, the executing agency must prepare a terminal report that focuses on the relevance and performance of the programme or project, the likelihood of its success, and the initial lessons learned in terms of best and worst practices. The report should also contain recommendations for follow-up actions by appropriate institutions where necessary.

				Other ways of project monitoring

				There are four other ways to monitor:

				i)	Briefing;—each and every stakeholder needs to know the objectives, what is required of them.

				ii)	Project charts:—gives timing and schedules of the various activities. It enables us identify whether we are lagging behind or ahead of time or problems that are being experienced

				iii)	Surprise /visits:—makes everyone involved and is committed to their tasks.

				iv)	Morning prayers (departmental/section heads):—the project team should meet at least once a week and exchange views on ideas, progress, problems experienced and thereafter put in place mitigation plans.

				Monitoring tools

				The monitoring tools include:

				a)	Project breakdown structure (PBS)—it involves breaking down the project into a hierarchical structure of its component parts. It enables the project officer to identify relationships between the various parts and start to visualize the sequence in which different tasks should be carried out. The PBS does not deal explicitly with time but it often expresses an input to more complex monitoring instruments.

				b)	Gantt charts:—provide a graphical representation of the project related to a time frame.

				c)	Milestone charts:—is a development of a bar chart. Milestones or check points, representing key events in time are introduced into the chart. These are used as reference points when reporting on progress with specific activities / the exercise as a whole.

				d)	Network instruments (CPA and PERT).

				Project (Re) Design

				Project (re)design is an ongoing process throughout the life of the project, managers and implementing partners must understand the principles of good design to be able to adapt project strategy and operations in response to changing circumstances and lessons of implementation experience. The key messages here are:

				Good practices for project design (and redesign/adoption) include:

				•	Involving stakeholders;

				•	Completing a detailed situation analysis;

				•	Ensuring a logical intervention strategy;

				•	Identifying cross-cutting objectives;

				•	Planning for capacity development and sustainability; and

				•	Planning for learning and adaptation.

				 

				The logical framework approach is a valuable tool for project design provided it is used in a flexible manner and its common problems are understood and addressed. The logical framework matrix summarizes a project’s intervention logic, its underlying assumptions and how Monitoring and evaluation will be undertaken. The matrix constitutes a useful management tool and forms the basis for operational and annual work plans, but consistent and regular use and attention to detail are needed.

				Developing a good Monitoring and evaluation system calls for adequate attention to Monitoring and evaluation during the initial design phase. The Monitoring and evaluation system should be outlined in the project appraisal report.

				Participatory Monitoring

				Participatory Monitoring continuously tracks performance against what was planned by collecting and analyzing data on the indicators established for monitoring and evaluation purposes. It provides continuous information on whether progress is being made toward achieving results (outputs, outcomes, and goals) through record keeping and regular reporting systems. Monitoring looks at both programme processes and changes in conditions of target groups and institutions brought about by programme activities. It also identifies strengths and weaknesses in a programme. The performance information generated from monitoring enhances learning from experience and improves decision-making. Management and programme implementers typically conduct monitoring.

				Participatory monitoring involves the target group(s) in the collection and assessment of Monitoring information as well as in the discussion of corrective measures. Benefits that accrue from participatory monitoring include:

				•	Increases the target groups´ awareness and understanding of development and their ability to control this process

				•	Improves the understanding of the role of the project for the target group(s)

				•	(Often) improves the quality of the Monitoring data / information

				 

				Characteristics of participatory monitoring

				•	Objectives, Indicators and sources of verification are defined in close collaboration between target group(s) and project team

				•	Target group(s) assess the situation and analyze monitoring data with “outsiders from the project” acting as facilitators

				•	Feed back to the target group(s) is immediate and becomes the basis for self-induced reflections and decision making

				•	Self assessment skills are developed within target group(s)

				 

				 

				Steps to Participatory Monitoring Techniques
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				1)	Focus on objectives of the monitoring system

				2)	Selection of relevant information and determination of indicators.

				3)	Identification of methods and tools for data collection.

				4)	Analyze data and interpret results generated.

				5)	Presentation of the information

				6)	Provide recommendations to the various stakeholders.

				7)	Maintaining monitoring systems.

				 

				The adoption of Results-based Management provides an opportunity to explore different approaches and methods which involve stakeholders more directly in building sustainable development results through their active participation in all dimensions of the project cycle.

				 

				What is the difference between conventional monitoring and evaluation and Results-based Participatory Monitoring and Evaluation?
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				The Purpose of PM&E

				The purpose of PM&E is fourfold:

				1)	to build local capacity of project stakeholders to reflect, analyze, propose solutions and take action;

				2)	to learn, adjust and take action by taking corrective action to ensure the achievement of results such as adding or deleting activities or changing one’s strategies;

				3)	To provide accountability at all levels from the community, organizational level to those responsible for the implementation and funding of the project.

				4)	To celebrate and build on what is working.

				 

				Stakeholders are involved in defining what will be evaluated, who will be involved, when it will take place, the participatory methods for collecting information and analysis to be used and how findings are consolidated. Random sampling and triangulation are integral to PM&E to ensure that the findings are valid and reliable.

				Stakeholders drawn from the project may need to be trained to act as PM&E facilitators. Learning, proposing solutions and acting on them are also an important part of participation, learning and action.

				Key Principles of PM&E

				Principles of PM&E Include

				•	Letting go of your own preconceived ideas and viewpoints;

				•	The importance of “handing over the stick” and creating the space for respect and participation;

				•	PM&E should not be an extractive process of information gathering;

				•	PM&E leads to reflection on the achievement of results in order to effect positive and constructive change;

				•	Respecting local customs, languages and experiences;

				•	Believing in and seeking the knowledge that marginalized or illiterate people have of their environment;

				•	Facilitating a process of learning, change and action versus prescribing, judging or punishing;

				•	Living with the people and integrating oneself with local customs and traditions;

				•	People will open-up if they are allowed to participate;

				•	Emphasizing listening skills and rapport-building;

				•	Flexibility to adjust approach and strategies.

				 

				Salient features of PM&E include:

				1.	The PM&E framework for a project should be simple, affordable and sustainable given the human and financial resources available. One should resist creating a monster or a system that is too complex or unwieldy.

				2.	PM&E tools are not an end onto itself, but a vehicle for group discussion, analysis, problem-solving and action.

				3.	PM&E should seek to give voice to local needs, priorities, aspirations and resources.

				4.	PM&E builds on the participatory creation of expected results.

				5.	The framework and its implementation should complement existing monitoring and evaluation efforts.

				6.	PM&E relies on local resources and materials and uses such techniques to monitor results as semi-structured interviewing, stakeholder analysis, mapping, trend analysis, drawings, flowcharts, collection of baseline, etc.

				7.	PM&E is more than training; it is a process that is on going and continuous involving a framework for action rather than a one-off activity.

				8.	PM&E should emphasize a positive approach to learning and improving performance recognizing commitment, innovation and flexibility versus judgment or punishment.

				9.	Emphasis should be on action and taking the learning to achieve meaningful development results versus simply collecting information. Conventional

				 

				Ideally, PM&E should be an integral part of a project from the early design and planning stage. PM&E is best integrated during the first year of operation so that the PM&E needs can be identified, baseline established and capacity built from the onset. Where projects are already on going, one must discuss with the project stakeholders their interest and desire to integrate PM&E. PM&E undertaken in traditionally designed projects may help a project to identify and integrate more participatory methods in their project management.

				Remember that increased investments in PM&E can be offset by long-term benefits. PM&E and Participatory RBM strengthens local capacity in participatory planning and decision-making processes.

				 

				Critical Success Factors of PM&E

				Coupal (2001) identifies at least six key phases to PM&E and a number of key steps for each phase. These are:

				Phase 1: Buy-in and Commitment

				•	Find out what is being monitored and evaluated already and what methods and approaches are being used;

				•	Explore people’s understanding of participation and to what degree they can and want to participate in the monitoring and evaluation of their project.

				•	Introduce the idea of PM&E to those who are unfamiliar with it.

				•	If buy-in and commitment to PM&E exists, proceed to identify those to be involved in the first steps such as “beneficiaries”, community representatives, intermediaries such as NGOs and even the donor.

				•	Identify the information needs of each stakeholder group that needs to be met by the M&E process;

				•	Agree on how each of the stakeholder groups will/wishes/can be involved;

				•	Reflect on and improve the PM&E process, based on what has been done so far.

				 

				Phase 2: Training in PM&E Methods

				•	Start small by piloting PM&E in one region before trying to cover too much;

				•	Train all relevant people (i.e. beneficiaries, community leaders, intermediaries, technical M&E staff, executing agency) in PM&E methods and approaches;

				•	Ensure that community leaders are part of the capacity building and that there is a good gender mix;

				•	Include a field practice with the training with participants residing in the community for a few days;

				•	Reflect on and improve the PM&E process, based on what has been done so far.

				 

				Determining the Costs

				1.	Take stock of existing resources both human and professional;

				2.	Start small, piloting PM&E in one region;

				3.	Determine counterpart contribution;

				4.	Identify capacity of local stakeholders for undertaking PM&E;

				5.	Determine the need for hiring a PM&E facilitator experienced in PM&E methods;

				 

				Phase 3: Defining a Framework for PM&E

				•	Establish the level (i.e. village, township, regional or organizational level) PM&E is to operate. Keep it simple and pilot PM&E in a given region before expanding;

				•	Clarify the objectives, results (short, medium and long-term results) and any on-going activities to be monitored and evaluated;

				•	Decide how you are going to monitor the PM&E process itself;

				•	Plan how you will prioritize what to monitor and evaluate; define the most appropriate indicators, the sources of information, the methods to be used and who will be responsible;

				•	Clarify the rights and responsibilities of each stakeholder in the PM&E process;

				•	Define a locally based PM&E team that will be responsible for the PM&E;

				•	Determine the need for the use of specialized software for tabulating data;

				•	Reflect on and improve the PM&E process, based on what has been done so far.

				 

				Phase 4: Implementing PM&E

				•	Organize logistics with communities and organizations beforehand and ensure that the timing and purpose is clear and agreeable;

				•	If the PM&E team is large, break down into small teams of three-four persons each to cover various communities effectively;

				•	Ensure your sample is representative;

				•	Reflect on and improve the PM&E process, based on what has been done so far.

				 

				Phase 5: Data Collection, Participatory Analysis and Action

				•	Collect and analyze the information with the communities with the application of PM&E tools and methods;

				•	Brainstorm possible solutions and actions with the community or organization that is part of the PM&E process;

				•	Ensure feedback of the findings to the communities through pre-departure debriefings;

				•	Make decisions with the community about the implications of the analyzed information for the project and the stakeholders;

				•	Agree on the recommendations for decision-making;

				•	Determine how findings will be presented (i.e. theatre, presentations, skits, video, or written report);

				•	Circulate and distribute any documentation arising from the PM&E to meet information needs of the different stakeholders. Always ensure that all stakeholders have copies of the information down to the grassroots level. Translation may be required.

				•	Reflect on and improve the PM&E process, based on what has been done so far.

				 

				Phase 6: Next Steps

				•	Determine next steps with key project stakeholders such as piloting in other regions, scaling up, creating local capacity for analysis and action;

				•	Follow-up recommendations and proposals to ensure that decision-making is being informed by PM&E findings;

				•	Ensure that there is project/programme flexibility to incorporate suggested changes;

				•	Reflect on and improve the PM&E process, based on what has been done so far;

				•	Celebrate.

				 

				There are no standard recipes for undertaking participatory monitoring and evaluation. PM&E involves creating a framework that suits the context of the project and the needs of the key stakeholders. “Just get out there and do it so you can see how different it is than conventional methods”. Being aware of the advantages of PM&E, creating space for the experimentation of PM&E methods during field visits and piloting initiatives is the first step to greater participation and ownership of project results.

				 

				Project Audit

				The Project Management Body of Knowledge defines project audit as a “structured independent review to determine whether project activities comply with organizational policies and procedures (Project Management Institute, 2004, p. 189). In short, it is a quality management tool.

				As the projects become larger and more complex, understanding and providing effective validation of the project management processes is a significant challenge for today’s organizations. In addition to the awareness and implementation of the project management procedures, recognition of the quality of the standards and practices is critical for continued performance improvement.

				Although recognizing a “failed” project is fairly easy, collecting the lessons learned and translating them into improved project management practices is sometimes performed sporadically or left up to the individual project managers. Once identified, incorporating the most effective practices into an organization’s methodologies and obtaining real behavior changes in the overtaxed project manager is even more difficult. Project audits can be used on both the people and process side by serving two major purposes.

				Project audits are used to check compliance and ensure that project management processes are being used as they should. Specifically, project audits may be used to:

				•	Revalidate the business feasibility of the project

				•	Reassure top management

				•	Confirm readiness to move to next phase of project

				•	Investigate specific problems

				 

				The results of the project audits will be used as input into the periodic organization assessments.

				Auditing can also be an opportunity for coaching. The auditor can act as a coach and assist the project manager in understanding how the methodology is applicable to his or her project. If project managers are open-minded, a project audit can be an opportunity to learn new things about how the project management processes apply to them. If there are areas where the audit finds room for improvement, the project manager and the auditor can discuss the value of the additional recommendations.

				Some project managers see project audits as a point of intrusion by the PMO, and a mechanism for slapping them if they are not following the processes as they should. However, if a project manager chooses to take advantage of project audits, they can be great opportunities for learning—since many of the services provided by the PMO, such as coaching and training, are designed to build capability and increase the skill levels of the project team members.

				A formal Project Audit program helps ensure project success through independent project assessment and identification of positives and improvement areas.

				Objectives

				A project audit is performed to provide the client with objective visibility into their application of project management best practices. In addition, specific objectives include:

				1.	Insight into the project team’s use of the project management standards

				2.	Identification of the project’s project management related risks

				3.	Detail corrective action plan for addressing the risks, incomplete procedures and standards training

				4.	Awareness of the areas of opportunity for improvement of the project management methods and behaviors

				 

				Costs of Project Audits

				While audits offer benefits, they aren’t free. Some costs are obvious, such as salaries of auditors and staff; others are less obvious such as distraction from project work (before and during the audit); anxiety and morale within the project.

				Types of Project Audits

				To ensure the audit is unbiased, the reviewers should have no conflict of interest and be independent, i.e. not being related to or controlled by the party being audited. Organizations may use a combination of project management office staff, internal audit staff, external auditors and or external third party experts. The audit team should include functional as well as subject matter experts e.g. if the project is information system related, the business viewpoint must be represented as well as information technology. For post implementation audit, some businesses include team members from the project implementation team, but then ensure the audit team lead is independent.

				A third party firm may be used when the internal audit function lack bandwidth or expertise in a given subject matter. Some prescient organizations even plan for such possibilities as part of their procurement.

				Using predefined standards and best project management practices, an independent experienced auditor reviews the project related documentation, interviews selected project participants, assesses the risks and prepares a formal audit report that documents the findings and identifies the necessary corrective actions. There are several variations of a project audit: in-process quality assurance review, project management audit, and post implementation audit.

				Gateway audits are conducted at the end of a project phase and prior to progressing to the next phase. A project audit may be conducted at any time but is often timed so that sufficient deliverables are available for review, or when a project sponsor seeks an independent assessment of project success. Post implementation review occurs at the end of a project but the exact time could be from a few weeks to a year, depending on what is to be examined. It can be difficult to analyze benefits unless sufficient time has lapsed and the proper benefits realization process has been realized. Ideally, the auditors should be able to examine the already realized benefits measurement procedures and compare initial benchmarks with on-going results.

				Project Lifecycle AND management audit

				Early audits tend to focus on technical issues, and tend to benefit the project. Later audits lean toward cost and schedule, and tend to benefit the parent organization through transfer of lessons learned to other projects. Depending on the project’s life cycle, two or more of the following four types of project management audits can be performed.

				1.	Pre-Audit—During project definition phase, ensures the Project Control and Reporting Process (PCRP) standard is incorporated and the project is set up for success by confirming the definition is complete, a risk mitigation plan is in place, the scope is well defined and change will be effectively managed.

				2.	Mini-Audit—Performed periodically throughout the project’s execution to ensure it is progressing according to Productivity Management Principles and PCRP standard.

				3.	Full Audit—Performed on request to provide an extensive review of the project and to identify real or potential problems and suggest specific correction actions.

				4.	Post Project Audit—Once the project is complete, provides visibility into what went well during the project and areas for future improvement.

				 

				The Benefits

				Some benefits of project audits

				•	Identify problems earlier

				•	Clarify performance/cost/schedule relationships

				•	Reconfirm feasibility of/commitment to project

				•	Independent evaluation of project management performance

				•	Identification of project management related risks for new or active projects

				•	Identify future opportunities

				•	Inform client of project status/prospects

				•	Specific action plan for each audited project thereby minimizing future deviations

				 

				Improved likelihood of project success of the audit methodology is on the processes and guidelines being used to manage projects—not the content and quality of deliverables or the appropriate use of technology. The goal is to identify areas in the management process that work well and areas where adjustments to the process can be recommended for the benefit of future work—not to focus on past mistakes. When done throughout the life of the project, corrective actions to enhance performance in the future on the project will be determined.

				The audit deliverables consist of an audit report and presentation of the report to the project team and other client personnel. The “Findings” section of the final report includes roles and responsibilities, project planning and definition, project tracking and control, change control and acceptance, and project communication and reporting.

				Participants

				For each project audit, the following individuals may be involved:

				1.	Project manager of audited project

				2.	Project team representatives

				3.	Business area project team members

				4.	Business project sponsor

				5.	Senior executive

				6.	Project officer

				 

				Contents of the Project Audit

				Format can vary, but six areas should be covered

				1.	Project status, in all dimensions

				2.	Future projections

				3.	Status of crucial tasks

				4.	Risk assessment

				5.	Information relevant to other projects

				6.	Limitations of the audit exercise

				A Format for a Project Audit

				•	Introduction

				•	Including project objectives

				•	Also audit assumptions, limitations

				•	Current project status in terms of cost / schedule / progress/earned value / quality

				•	Future Project Status, conclusions and recommendations

				•	Critical Management Issues by applying a Pareto approach

				•	Risk Management; identify major threats to project success

				•	Appendices

				The Project Audit Life Cycle

				Like the project itself, the audit has a life cycle. It has six basic steps are:

				Project audit initiation

				•	Determine the focus and scope of audit;

				•	Assess methodologies appropriate for the audit,

				•	Determine the competencies of team members required

				 

				Baseline Definition

				•	Determine the standards against which performance will be measured

				 

				Establishment of Audit Database

				•	Entails gathering/organizing pertinent data

				•	Focus on what’s necessary

				Data Analysis

				•	This is the judgment stage

				•	It entails analysis and comparison of actual audit outcome to the defined standard

				 

				Audit Report Preparation

				•	Present findings to Project Manager first

				•	Then, prepare final report

				 

				Audit Termination

				•	Review of audit process

				•	Disbanding of team

				 

				Responsibilities of the auditor

				•	As in medicine, “first do no harm”

				•	Be truthful, upfront with all parties

				•	Maintain objectivity and independence

				•	Acknowledge entering biases

				•	Project confidentiality

				•	Limit contacts to those approved by management

				 

				Phases of Project Auditing

				Project auditing process consists of three phases:

				Phase 1: Success Criteria and Questionnaire Development

				•	During this phase, the auditor interviews the core project sponsor as well as the project manager to determine whether their needs are being met.

				•	Open ended questionnaire is developed and administered on project team members.

				 

				Phase 2: In-depth Research

				•	Conducting individual research interviews with the Project Sponsor, Project Manager and Project Team members in order to identify the past, current and future issues, concerns, challenges and opportunities.

				•	Conducting individual research interviews with stakeholders including vendors, suppliers, contractors, other project internal and external resources and selected customers.

				•	Assessing the issues, challenges and concerns in more depth to get to the root causes of the problems.

				•	Reviewing historical and current documentation related to the project including;

				•	Team Structure

				•	Scope Statement

				•	Business Requirements

				•	Project Plan

				•	Milestone Report

				•	Meeting Minutes

				•	Action Items

				•	Risk Logs

				•	Issue Logs

				•	Change Logs

				•	Reviewing the Project Plan to determine how the Vendor Plan has been incorporated into the overall project plan.

				•	Interviewing selected Stakeholders to identify and determine what their expectations of the project had been and to identify to what extent their expectations have been met.

				•	Reviewing the Project Quality Management and the Product Quality Management to identify the issues, concerns and challenges in the overall management of the project and to identify the opportunities that can be realized through improvements to the attention of project and product quality.

				•	Identifying the Lessons Learned that can improve the performance of other future projects within the organization.

				 

				Phase 3: Report Development

				Findings and recommendations are the core of an audit report. A finding is a conclusion related to an auditor’s examination of problems and provides recommendations for corrective action in order to prevent their future recurrence. When the auditor has what he thinks is a finding, he will discuss it with the project manager. There are several reasons for this: the auditor wants to make sure the conclusions are accurate and document what the project manager’s response is. In these conversations, the project manager should determine whether the auditor has the complete picture—and if not, be ready to provide evidence supporting his position. After all, the auditors are there for a short period of time, while the project manger has (ideally) been there since the project initiation, and from all perspectives, should understand the project best. There may be mitigating circumstances which the auditor needs to be made aware e.g. a variance not to follow certain procedures was requested by the project manager and approved by the management.

				Findings are often categorized by risk: high, medium or low. If the project manager agrees with the audit findings but not the risk, he should discuss the reason with thee auditor.

				During the audit, it is important the project manager keeps the sponsors apprised of any findings and any progress.

				Lastly, the auditor finalizes the creation of the audit report and recommendations based on the findings and presenting this detailed report with the attendant recommendations including the Road Map to get future projects to the “next level” of performance.

				 

				The In-Progress Project Audit

				How are you doing’?

				Is this a silly phrase “How are you doing’?” In reality, no one really cares about how anyone is doing. But, in the world of projects, this is a critical concern. Yet, more often than not, we don’t find out how we’re doing until it is too late to do anything about items that are not going well.

				Will we meet the schedule deadline? We may have some hand on that. How about costs? Are we within budget? Will we make the designed profit? Costs are a bit more difficult to track, but they can be monitored and evaluated if desired.

				Will we deliver the intended scope? This usually gets less attention. Run out of time—we may remove some content. Run out of money—something has to go. Run into technical problems—a capability may be compromised or eliminated. The promised performance may not be delivered. But will we know this before we deliver the shortened project?

				There are numerous ways to monitor project progress. We can monitor the critical path. We can monitor expenditures. Earned value analysis (EVA) is an exceptionally powerful and versatile capability and should be used wherever possible and practical. We should also be monitoring risk items and deliverables and, of course, quality.

				However, this section is not about these important project management processes. Here, we focus on the client. Communicating with the customer and maintaining the client’s satisfaction are paramount to a successful delivery.

				 

				What about Customer Satisfaction?

				We think that we are pursuing quality when we survey our clients after we have completed the project. But what does this accomplish? If the customer is not happy, what options do we have to rectify this?

				Certainly, the project post-mortem evaluation is important and valuable. This process would include evaluation of internal performance, as well as a survey of client satisfaction. We need and value this feedback.

				The post-project review will help us to fix parts of our process that are deficient and (if we learned anything) to do a better job next time. But what about catching these problems during execution of the current job?

				Early Detection

				What if we could evaluate all of this while we are engaged in the project, rather than when we are through? What if we had a current evaluation of how we were doing with schedule, costs, scope, and, especially, customer satisfaction? This is the benefit of the In-Progress Project Audit.

				What we are looking for here is to improve the eventual satisfaction of the customer/sponsor by taking the pulse of the project at one or more stages during its execution.

				The In-Progress Project Audit (IPPA)

				The primary mechanism of the IPPA is the stakeholder survey. A questionnaire is prepared to query the various key stakeholders about a wide-range of aspects of the job. Most of the measurements are qualitative, rather than quantitative.

				What you are looking for is an evaluation of “How are we doing?” Through the IPPA survey, you are asking the stakeholders to evaluate your project team’s performance on the subject project. The questions should elicit a frank response, even if that response might be critical of the project team.

				Your primary objective is not to get a “high score” on the survey, but rather to gain high stakeholder satisfaction when the job is done.

				Example of a Measurement Area

				Below, is an example of one possible measurement area that could appear on the survey. The first column presents three questions, to be scored by the interviewee. The second column presents the range of conditions that would be used to score the questions. The poorest condition gets a score of “1”. The best condition gets a score of “5”.

				Item Set: Resource Quality and Skill Set

				Verify the team size and skill complement, workday constraints and individual availability. 
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				There is no limit to the range or number of questions. The survey should be designed to reflect the nature of the services provided and the areas that you desire to explore. There will be significant variations of the IPPA, reflecting the wide range of types of projects and services.

				The survey is conducted across a broad range of client personnel. We are looking for at least one representative of each involved discipline. Where there is an individual score (issue) that is unsatisfactory, it might indicate a personal problem. However, when an issue garners a low score across a large portion of the survey group, we’re no doubt looking at something that needs to be addressed.
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				Who Conducts the In-Progress Project Audit?

				The IPPA is best performed by someone who is not directly involved in providing the project services. This can be someone in an adjunct role within the firm. Therefore, the IPPA should be performed by an independent third party.

				The independent evaluator has no territory to protect and need not fear hurt feelings. The people being interviewed can be brutally frank. The evaluator can filter the findings, getting them to the right people, in a manner that can promote the desired response.

				A good interviewer will go beyond the itemized questions on the survey. Areas of dissatisfaction will often be revealed during discussion. The interviewer should add a comment section to record this feedback.

				Make the IPPA a Selling Point

				Most customers are looking for quality. Most contractors are looking for a sales edge. Adding the IPPA to the offered scope of services shows that you care about customer satisfaction, and gives you an edge on the competition.

				1.	This is a strong win-win situation. With IPPA, you:

				2.	Improve customer and stakeholder satisfaction

				3.	Improve project performance (by catching problems earlier)

				4.	Detect and correct project team deficiencies

				5.	Show that you care about the client and about meeting your commitments

				6.	Improve overall communications

				 

				Add the In-Progress Project Audit to your other practices to manage the project, such as:

				1.	Schedule Analysis

				2.	Cost Analysis

				3.	Earned Value Analysis

				4.	Stage-Gate evaluation points for Go/No-Go decisions

				5.	Risk Management

				6.	Technical/Performance Review

				 

				This total package will help to promote improved performance, more satisfied clients, and business success.

				POST COMPLETION PROJECT AUDITING

				The post-completion audit is a formal review of the project that examines the lessons that may be learned and used for the benefit of future projects. The audit looks at the project with regard to the following questions:

				1.	Did the end result of the project meet the client’s expectations?

				2.	The actual design and construction of the final product.

				3.	Was the project achieved on time?

				4.	Was the project completed within the budget?

				5.	Was the management of the project as successful as it might have been, or were there bottlenecks or problems?

				 

				This review covers:

				1.	Problems that might occur on future projects with similar characteristics.

				2.	The performance of the team individually and as a group.

				 

				In other words, any project is an opportunity to learn how to manage future projects more effectively. The post-completion audit should involve input from the project team. A simple questionnaire could be developed for all team members to complete, and a reasonably informal meeting held to obtain feedback on what went well (and why) and what didn’t (and why). This information should be formalized in a report. The post-completion audit report should contain the following:

				1.	A summary should provide, emphasizing any areas where the structures and tools used to manage the project have been found to be unsatisfactory.

				2.	A review of the end result of the project should be provided, and compared against the results expected. Reasons for any significant discrepancies between the two should be provided, preferably with suggestions on how any future projects could prevent these problems recurring.

				3.	A cost-benefit analysis should be included, comparing the forecast costs and benefits identified at the time of the feasibility study with actual costs and benefits.

				4.	Recommendations should be made as to any steps, which should be taken to improve the project management procedures used.

				5.	Lessons learnt that relate to the way the project was managed should contribute to the smooth running of future projects. A starting point for any new project should be a review of the documents of any similar projects undertaken in the past.

				 

				A post-completion audit would include a detailed review of the project management process, while the post-implementation review is mainly concerned with the resulting system.

				 

				Project Quality Assurance

				Quality assurance, project management, and risk management are mature concepts implemented in various technological sectors of industry and government. They are dynamic in definition, methodology, application, and outcome.

				Quality Assurance

				In general, quality assurance is a process which encompasses any activity that is concerned with assessing and improving the merit or the worth of a development intervention or its compliance with given standards (Kusek and Rist, 2004). Quality assurance enables the implementing agency satisfies its technical and administrative performance requirements relatively free from discrepancies while meeting the stakeholders’ needs. Quality assurance must be a part of an organization’s culture to ensure all of its products and services are of the highest quality. Project management is the process of planning, directing, and evaluating the development and implementation of a project. Risk management is an aspect of project management that entails identifying risks and developing ways to eliminate or mitigate those risks. Each of these functions must be present and actively supported in an organization to effectively direct a positive project outcome.

				Quality management is not an event—it is a process, and a mindset. A faulty process cannot produce a consistently high quality product. There needs to be a repetitive cycle of measuring quality and updating processes. To make the quality management process work, collecting metrics is vital and those metrics need to be defined in the initial stages of the project.

				Project quality is not the responsibility of one or two people. It is everyone’s responsibility. All of the team, including the customer, has a stake in ensuring that the deliverables produced are of high quality. Everyone is also responsible for surfacing ideas for improvement to the processes used to create the deliverables

				Quality Assurance Team Objectives

				The Quality Assurance Team establishes objectives to support its primary goal to increase the probability that project resources will be successful in creating the deliverables. Through project oversight activities such as quality assurance review, risk analysis, and project monitoring, the QAT strives to ensure successful outcomes.

				A successful project is one that achieves the desired effect on the agency and project strategic outcome measures within the planned cost and schedule.

				The focus of Project Quality Assurance Review is on major project resources in order to maximize successful outcomes. To achieve this, the following strategies are employed by the QAT:

				1.	Identify and analyze the risks to successful project outcome.

				2.	Develop the appropriate management and project controls to minimize those risks.

				3.	Monitor the project to: 

				a.	ensure effective management and project controls are in place and utilized. 

				b.	provide information to develop models to support future project planning.

				 

				The QAT intends to coordinate oversight and monitoring functions with a view to ensure that best practices are employed to guide the planning and administration of projects.

				 

				The following list identifies the aspects the QAT would focus on:

				1.	Initial Project Risk Analysis

				2.	Project Development Plan

				3.	Risk Analysis

				4.	Risk Management

				5.	Project Monitoring

				6.	Post-Implementation Evaluation Review

				 

				Project Auditors believe that a project quality audit should achieve three goals:

				•	To identify existing problems on the project

				•	To identify areas where problems may occur if changes are not made

				•	To support the resolution of problems by recommending where changes should be made.

				 

				The initial quality assessment consists of examining the current business processes to understand what the system provides today. It is performed to establish a baseline for the improvement of current processes, i.e., what is in place and working effectively today, what processes need improvement, and/or what processes need to be added or deleted. The assessment will include but not be limited to the following processes:

				•	Defined Project Development Life Cycle

				•	Project Management

				•	Project Planning

				•	Estimation

				•	Budget Management

				•	Resource Management

				•	Schedule Management

				•	Risk Management

				•	Requirements Management

				•	Configuration/Change Management

				•	Sub-Contract Management

				•	Project Analysis & Design Approach

				•	Construction (Code) Approach

				•	Verification & Validation (Testing) Approach

				•	Defect Management

				 

				Within each category noted above, the processes are evaluated as to their completeness, utilizing the process workbench approach. Process components include:

				•	Policy

				•	Standards—Product Attributes

				•	Standards—Process Requirements

				•	Inputs required

				•	Tasks or Step-by-Step Procedures

				•	Quality Control Procedures

				•	Data Capture Methods for Measurements

				•	Tools Support

				•	Output Product

				 

				A single person rarely causes problems on projects. They are usually the result of either missing or inadequate processes or failure to follow the processes.

				As projects and programs become increasingly complex, executive management may not have a clear understanding of the project’s status or problems. They often wonder:

				•	What are the project’s risks? How are these risks being managed and mitigated?

				•	Will the project meet its objectives?

				•	Is the project still aligned with our strategic goals—or has it gone off on a tangent?

				•	Are the project reports an accurate reflection of reality?

				•	What is the quality of the deliverables?

				•	Has the contractor fulfilled all of the contractual obligations?

				•	Are industry standards being used on the project?

				•	Is the contractor giving me inexperienced personnel, with my project doing the training?

				 

				These concerns are especially valid when contracts are structured so that the contractor’s goals are not aligned with the client’s, as may occur in fixed price contracts.

				A project quality audit (sometimes called a Quality Assurance Review) and subsequent action plan will improve business processes within the organization. Ideally, a contract should include the option for such an independent assessment or some other means to assure that the project is on track and will deliver the quality the client expects to the schedule and budget that was promised.

				A quality report is generated using a tested methodology and provides the following:

				•	An independent perspective, with unbiased insight on project status and results

				•	Assessment of the quality of project deliverables

				•	Evaluation against best practices

				•	Recommendations and alternatives.

				 

				 

				Measures

				Measures of the project progress, product quality, and process performance include the following:

				Milestone Attainment—Monitor achievement of milestones to the initial milestones set in the project plan, reporting variance on each; maintain the initial baseline, as well as the most recent update; report achievement and variance to both

				Effort Spent—Track the initial effort estimates for each major element of the work breakdown structure, compared to the actual effort spent performing that element (may be a work product or an activity)

				Budget/Cost Performance—Track the rate of spending on the project by period (week or month) compared to the planned spending

				Requirements Change—Track requirements change by period (generally month), showing total number of requirements, number added in this period, number deleted in this period, and number changed in this period; also track these dimensions by the amount of effort reflected in each, to understand the impact on the project’s time and cost

				Measures for monitoring the project monitoring and controlling activities include the following:

				Handling of Project Tracking—Use items such as

				•	Schedule attainment—compare progress review dates to the dates planned

				•	Effort required—compare the amount of effort used for monitoring and controlling to the plan

				VERIFICATION ACTIVITIES DURING PROJECT MONITORING AND CONTROL

				During project monitoring and control, the following verification activities are appropriate for management:

				•	Review periodic reports of the project team and/or project manager, to ensure that the project continues to meet business needs.

				•	Provide information as needed by the project, and authorize the work to proceed if the project is meeting plans and commitments.

				•	Participate in formal project reviews, reviewing status and handling action items.

				•	Review the business case (or cost/benefit analysis, as appropriate) on a regular basis, to ensure that this project should continue.

				 

				The following verification activities are appropriate for Quality Assurance:

				•	Review activities of the project team on an ongoing basis, to verify that they are following their plan and the relevant processes of the organization.

				•	Review the results of work product reviews and testing, to ensure that the project deliverables meet customer requirements and project quality plans.

				•	Review change management and configuration management activities, to ensure they follow the organization processes and that baseline are under control.

				 

				QUALITY ASSURANCE AND PROJECT MONITORING

				The Quality Assurance Team (QAT) monitors a project to ensure it has the means to meet its objectives. Project monitoring determines when a deviation from the plan occurs and assesses the impact of that deviation on overall project delivery.

				Purpose of Project Monitoring

				The monitoring process is intended to aid the Quality Assurance Team in identifying areas of high risk and possible failure points. After identification, appropriate corrective action should be taken to assure the success of the project. During the course of project monitoring and review, if a project is determined to be failing and unable to meet its objectives, the role of the QAT is to advise  the leadership to discontinue the investment.

				The purpose of project monitoring is to detect

				•	Processes or outputs that deviate from the plan(s)

				•	Risks that are identified in the risk analysis by project management

				•	Processes that do not effectively address quality assurance in performance or product delivery

				•	Areas where costs are not in accordance with the budget

				 

				Additionally, project monitoring will enable the QAT to identify:

				•	Best practices that can be shared with all agencies, and

				•	Successful projects that could be used as models for other agencies.

				 

				PROJECT MONITORING PROCESS DESCRIPTION

				Project monitoring begins after the QAT determines the project meets the criteria for Quality Assurance Review. The level of monitoring is assigned by the QAT and typically corresponds to the project risk level assessment.

				Monitoring can begin in the initial planning stages or commence later in the project and generally continues through the implementation phase. Post implementation monitoring consists of verifying that the agency evaluates the benefits and other performance measures realized against those predicted to determine if the project met its goals and objectives.

				The QAT continually assesses project information to ensure that an appropriate level of monitoring, corresponding to the level of risk determined by the Team, is maintained. Review of project information can occur throughout all project phases. The QAT determines and adjusts its monitoring level based upon its review of the product submitted by the agency upon completion of each step.

				A list of the steps, the products, and the corresponding QAT monitoring decision points is provided in the following table:
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				Agency P Decision

				Project reviews provide the opportunity for the QAT to review all pertinent information, that is, results of the internal or independent risk analysis, monitoring status, and any other available information, to evaluate whether the project is meeting its objectives. Monitoring enables the agency and the QAT to assess progress and determine if, or when, the agency needs to conduct and prepare, or update, its risk analysis and management plan. This can occur when:

				•	New, significant risks are identified,

				•	Risks potentially impact the objectives of the project, or

				•	Risks contribute greatly to the systems operational and/or support costs.

				 

				Generally, project monitoring and review continue through each phase of the project development life-cycle. The agency and the QAT work together in this process to evaluate the quality of the project development.

				TYPES OF PROJECT MONITORING ACTIVITIES

				The following types of monitoring activities are typically employed by the Quality Assurance Team:

				•	Attending user conferences

				•	Attending project meetings

				•	Attending executive briefings on project status

				•	Interviewing the project manager, project team, users, and agency executive management

				•	Validating the project management processes, change control process, project tracking and status reporting mechanisms

				•	Comparing project status reports with the PDP to determine timeliness

				•	Visiting the project site to assess project progress

				•	Evaluating project expenditures, both staff time and other expenses, and comparing expenditures with projections

				•	Consulting with outside entities involved in the project development such as federal counterparts, other state agencies, user staff, consultants, etc.

				•	Meeting with Internal Audit staff to review the project plans

				•	Analyzing the Project Development Plan

				•	Evaluating agency quality controls for acceptance of project deliverables

				•	Analyzing the post-implementation evaluation review to determine the success of the project

				 

				As stated previously, the monitoring level generally corresponds to the level of risk identified. For the highest risk projects, monitoring could include most of the above activities. For other projects, monitoring might include QAT review of quarterly status reports, attending regularly scheduled briefings by project staff, and conducting random visits to the project site to assess progress as compared to project development plans. The level of monitoring will correspond to the circumstances of the project and the level of risk determined by the QAT.

				ELEMENTS OF PROJECT MONITORING 

				Throughout the project development life-cycle, the QAT will review relevant project information as part of its monitoring process. Information that is reviewed and analyzed is, in part, provided by documents such as the Biennial Operating Plan, the initial project risk analysis questionnaire, the Project Development Plan, results of the internal risk analysis, and the risk management plan.

				1.	Specific information the QAT considers in its initial review includes:

				•	Project narrative information from the Biennial Operating Plan,

				•	Responses to the initial project risk analysis questionnaire,

				•	Costs and funding sources as projected on the Project Summary Schedule in the BOP or the Project Development Plan,

				•	Summary of major expenditures expected in the development phase,

				•	Other information available from the agency or the QAT.

				 

				2.	If the QAT determines that the project has the means to meet its objectives and recommends continuance of funding, the following may be assigned by the QAT:

				•	the level of monitoring (commensurate with the level of risk identified),

				•	The time frame during which the agency will conduct an independent risk analysis and submit a risk management plan, if required,

				•	When to submit a Project Development Plan, if required, and

				•	Special monitoring issues for the QAT to review.

				 

				3.	The QAT will monitor and periodically review the project. The following conditions will necessitate a review by the QAT:

				•	The QAT detected major problems or deviations from the Project Development Plan or risk management plan,

				•	The special monitoring issues have been resolved or have escalated to a level requiring notification of the QAT,

				•	The project has been completed,

				•	An amendment to the Biennial Operating Plan for this project has been approved,

				•	The independent risk analysis and risk management plan have been completed, or

				•	Other conditions are detected by the QAT that indicate the project be reconsidered.

				 

				4.	The monitoring and review process continues until after project implementation, at which time the QAT determines the need to analyze and evaluate the outcomes of the project through a post-implementation evaluation review. If the QAT requests the agency to conduct and report to the QAT the results of that review, it will consider the following in assessing the success of the project.

				•	Project report that describes the project history, management, and development methodology, and compares the project planned-to-actual approach relative to scope, resources, schedule, and cost,

				•	Comparison of planned-to-actual performance measures and benefits,

				•	Description of the lessons learned, best practices, and recommendations for improvement.

				 

				POST-PROGRAMME OR POST-PROJECT MONITORING

				When a programme or project has terminated, the Government should continue (in the case of national execution), or assume responsibility for, monitoring the sustainability of results regardless of whether or not an ex-post evaluation is planned.

				The main objectives of post-programme or post-project monitoring are to:

				•	Assess the validity of the conclusions and recommendations of terminal reports;

				•	Determine the extent to which the recommendations of the reports have been implemented; and

				•	Assess the likelihood that the programme or project will produce and sustain a positive impact and identify any actions that may be necessary to help to ensure the sustainability of the results.

				 

				Post-programme or post-project monitoring can provide an additional basis for decision-making and learning, especially in certain cases. It is recommended for a cluster of programmes or projects with the same theme rather than for individual programmes or projects in order to test more systematically the validity and effectiveness of various approaches within a given context. It might also be particularly appropriate for sectors where a period of several years or even a generation is required to achieve the ultimate improvements in conditions and where such changes can be measured against widely accepted national indicators (e.g., the health and education sectors and interventions aimed at protecting or regenerating the environment).

				 

				Performance Checklist

				Intended use of this checklist:

				Used by a project team, quality assurance personnel, or project manager when reviewing measures of project performance.
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