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Return on Investment Consulting (ROIC) Limited is a leading consulting firm with
global partners serving some of the largest companies in the world. Our main
partners are Cascade Strategy Software and Balanced Scorecard Institute.

1. Consulting and Corporate Training Services

At the core of ROIC’s operation is helping our clients to make informed choices through
research and practical and disciplined planning that engages the hearts and minds of
employees, customers, and stakeholders. We support our clients to build capabilities
through upskilling executives and teams in strategy development, cascading and
alignment, strategy execution, and technology to support effective performance
management.

a) Strategic Management Services

ROIC is a leading consulting firm for strategic management in collaboration with our
partner Balanced Scorecard Institute. The Institute has served some of the largest
organisations in the world with its proprietary Award-Winning Nine Steps to Success
Framework for strategy development. ROIC is happy to support executives in determining
the strategic direction of their firms or organisations to support their growth, expansion,
and increased shareholders’ value and sustainability.

ROIC’s strategic planning consultancies are grounded in research and data analytics as
a core pre-activity before the executive gets into planning. This ensures valuable critical
and strategic thinking is stimulated to generate new insights. With our partner Balanced
Scorecard Institute, we support executives and their firms with:

e Strategic planning, cascading and alignment of strategy, and operational planning

e Strategy execution assessment and implementation, including establishing an
Office of Strategy Management

e Change management and communication of your organisation’s strategy

e Auditing your existing plan and evaluating implementation efforts

e Performance Analysis and Software Implementation



b) Research

ROIC offers high-quality and in-depth evaluation, customer profiling, and market
research. With a highly experienced team and state-of-the-art technology, ROIC is
prepared to provide insights that drive organisations to make better decisions in the
project and programme designs, implementation, or assessing project impact. ROIC also
supports private firms to better understand and meet customer needs through having
meaningful insights on customers’ persona, behaviours, and trends as the basis for
informed planning and strategy execution.

c) Business Advisory and Corporate Structuring

ROIC’s Business Advisory Services encompasses specialized advice given to corporate
clients. The final tier involves restructuring companies for growth and expansion,
reporting on performance, and advising on strategic direction, risk management,
corporate governance, and succession planning.

ROIC is driven to reduce business mortality and increase business survival and growth.
ROIC is dedicated to continuous research and innovation to support MSMEs’ growth and
sustainability.

d) Corporate Training

ROIC organises corporate training for companies of varying sizes to meet their capacity
building and upskilling in strategy and related fields. Corporate Training acts as a catalyst
for employee empowerment, which, in turn, bolsters the potential success of your
business/organization. Employees consider training an integral part of their work lives
and development. According to a survey by LinkedIn, 94% of employees would stay at a
company if they invested in their learning needs.

ROIC collaborates with the Balanced Scorecard Institute to deliver:

Balanced Scorecard Professional Certification

Key Performance Indicator Professional Certification
Strategy Execution Professional Certification
Objectives Key Results Professional Certification
Balanced Scorecard Essential

Key Performance Indicators Essentials

We also offer special training:

1. Advanced Strategic Analysis



2. Strategic Planning and Alignment
3. Monitoring and Evaluation for Practitioners
4. Qualitative Data Analysis for Practitioners

2. Software Services

ROIC is the Caribbean partner and distributor of the #1 Strategy Management Software
in the world. Cascade allows you to:

a) Automate your monthly and quarterly reports and gather critical insights as a
leader with few clicks.

b) Get appeal visualization on organisation, department, team, and individual
performance.

c) Do away with time-consuming spreadsheets, PowerPoint presentations,
redundant reports, meetings, etc.

d) Bring all departments, managers, and employees into a central, interconnected
point of interaction and communication,

e) Make quick decisions based on real-time information
f) Input various department plans into a single software for seamless integration
g) Monitor performance accurately

Cascade is built with the enterprise in mind. Get access to our strategy software features
— unlimited strategic plans, goals, dashboards, reports, and users.

Cascade also understands the importance of your business information. Some of the
largest organizations in the world run their business from Cascade, which is why we are
relentless about security and reliability. Aside from allowing for custom security policies,
Cascade takes unprecedented steps to ensure your confidential and sensitive data
remains secure.

ROIC also has an advisory role on strategic management software and will help you to
make better decisions once we understand your needs.

ROIC is also the Caribbean partner for System International Systems that supports
governments and large international NGOs and multilateral with software for case



management, e-justice, jail management system, performance management, budgeting,
public investment management system, and monitoring and evaluation.

3. Research and Publications

ROIC is a thought leader in its field of work. Therefore, ROIC is dedicated to research
and publication to share knowledge and insights with its clients, stakeholders, and the
public to increase business and other knowledge. Our business experts and researchers
will explore and publicize various articles and papers on industries, organisational issues,
and emerging trends.

D. Corporate Social Responsibility

We believe in challenging the status quo by tackling complex issues that will advance
humanity. ROIC will never choose “easy”. Our culture is to mine for solutions to bring
breakthroughs to reach people and advance our society. ROIC focal areas for the next
five years are child literacy and health research. ROIC will dedicate resources and form
strategic partnerships to lead research to bring breakthrough approaches to increase
children's literacy and find the cure for prostate cancer
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OBJECTIVES OF THE COURSE

This course seeks to introduce learners to key concepts which will help them to:

Understand key elements of the project monitoring, evaluation and learning
Understand and adopt methods and tools for effective project monitoring and evaluation

Understand the role of M&E in organisational learning

LEARNING OUTCOMES

After completing the three-day course, learners should be able to:

Differences and similarities between monitoring and evaluation

The relationship between M&E and results-based management (RBM)
Types and sources of M&E data

Quialitative and quantitative data collection methods

Selection and use of appropriate indicators for measuring programme outputs, outcomes
and impact

Concepts of baseline and performance targets
Be able to apply the steps required to develop a monitoring and evaluation system

Be aware of the three key uses of monitoring data — for project management, feeding into
evaluations and sharing and reporting to others

Be familiar with process and outcome evaluations
Be able to develop appropriate research questions for an evaluation
Know what questions to consider when planning an evaluation

Know how disseminate M&E Data and use lessons learnt



Key Terms and Definitions

The discipline of monitoring and evaluation is often confusing because of the multitude of terms
and definitions that are used by practitioners. To begin with let us look at some of the more
common terms used in M&E.

Inputs

Inputs are what we NEED to do what we do. The financial, human, and other physical resources.
Activities

Activities are what we DO. The work performed using the inputs to produce specific outputs.

Results

The OECD defines results as ‘the outputs, outcomes or impacts of (development) interventions.
USAID defines results as ‘the output, outcome or impact intended (or unintended) of
interventions. Results are therefore the change in a state or condition as a consequence of some
occurrence/happening/intervention. It must be noted that:

e A cause-and-effect relationship exists between an intervention — an activity, project or
program that is introduced or changed (amended, expanded, etc) and some occurrence
that has been caused by the intervention.

e There are three levels of results — Output, Outcome and Impact

e Results should be S.M.A.R.T - Specific, Measurable, Achievable, Relevant and Time-
bound

Outputs

Outputs are what we PRODUCE - products, services or facilities that result from our activities.

Outcomes

Outcomes are the results of the work we do. These are the immediate results that can be
observed as a direct result of using the outputs.

e For example: Participants in a training programme apply the skills/ knowledge acquired.

e [For example: Participants in an ART programme can explain the importance of adhering
to their medication regime.

Impact



The CHANGE we would like to bring about. Impact can be positive and negative, direct or indirect,
intended or unintended. The impact (or change) is change is measured on three levels:

e Learning (usually identified as outcomes/ use of outputs) — immediate
e Behaviour (Impact level 1) — Medium-term
e Condition (Impact level 2) — Long-term

Indicators

Indicators are clues, signs or markers that function as a MEASURE of a specific aspect of a
programme/ project.

Learning

Learning is the process through which information generated from M&E is reflected upon and
intentionally used to continuously improve a project’s ability to achieve results.

10



Module 1

Overview of
Monitoring and
Evaluation (M&E)



SCOPE

This module is intended to introduce learners to concepts such as the project cycle under a
results-based management framework and the role of monitoring and evaluation (M&E) in the

project cycle.

OBJECTIVES

The objectives of this module are to:

Introduce the learners to key terms in the field of monitoring and evaluation
Allow the learner to understand the key elements of project monitoring and evaluation and
where it fits in the the project or program cycle

e Understand the concept of results-based monitoring and evaluation

LEARNING OUTCOMES

By the end of this module, learners will be able to:

e Use and understand the various terms used in “monitoring & evaluation”
e Differentiate between monitoring functions and evaluation functions

e Understand how to develop a rudimentary results chain

12



Monitoring and Evaluation

“Do not confuse motion and progress. A rocking horse keeps moving
but does not make any progress.” - Alfred A. Montapert

What is monitoring and evaluation?

Monitoring and evaluation (M&E) is the process of continual data gathering and performance
assessment to determine whether progress is being made towards pre-specified goals and
objectives, as well as to determine whether there are (positive or negative) effects from a
project/intervention and its activities. In general, monitoring is conducted in order to track progress
and performance as a basis for decision-making. On the other hand, evaluation is an assessment
of data or an experience to establish the extent to which the initiative has achieved its goals or
objectives. For M&E to be effective, it is critical that
management prioritises this function, both in providing :num—rommd EAvazin  {
time and resources for it and taking responsibility for

[

HE IS MoMiToRING

follow-up.

Monitoring is an ongoing process that focuses on what
is happening. Monitoring data is typically used by
managers for ongoing project/programme
implementation, tracking outputs, budgets, compliance
with procedures, etc.

Evaluation is a process of assessing whether the
project has achieved its intended objectives. By
drawing conclusions, evaluation seeks to provide
recommendations for improvement on the future
course of the existing project as well as lessons learned
for other projects. (See table 1.1).

www.aukeherrema.nl

Why is monitoring and evaluation important?

M&E is important because:

e If you do not measure results, you cannot tell success from failure
e If you cannot see success, you cannot reward it

e If you cannot reward success, you are probably rewarding failure
e If you cannot see success, you cannot learn from it

e If you cannot recognize failure, you cannot correct it

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

13



Table 1.1 Comparison between monitoring and evaluation

Monitoring

Evaluation

Why? + Check progress, v Assess progress and worth,
< Inform decisions and < ldentify lessons and recommendations
remedial acfion, for longer-term planning and
v Update project plans, ¥ Organizational learning;
v Support accountability ¥ Provide accountability
When? Ongoing during project / program Periodic and after project / program
Who? Internal, involving project! program Can be internal or external to organization
implementers
Link to logical Focus on inputs, activities, outputs Focus on outcomes and overall goal
hierarchy and shorter-term outcomes
What experiences, if any, have you had, if any, in M&E?
Have you found M&E to be useful, or not?
vy

What are the common elements that make M&E useful for decision-

making?

Do you think M&E would be more useful in the public or private sector?

Four uses of M&E within the public sector

There are four main ways in which M&E can be used within the public sector. These are:

M&E can support budgeting and planning processes when there are many competing
demands on limited resources — in this way M&E can assist in setting priorities. Terms

that describe the use of M&E information

policymaking, results- based budgeting, and performance-informed budgeting;
M&E can help government departments in their policy development and policy analysis
work and in programme development
M&E can aid government departments to manage activities better. This includes
government service delivery as well as the management of staff;
M&E enhances transparency and supports accountability by revealing the extent to which
the government has attained its desired objectives.

in this manner include evidence-based

14




The Project Life Cycle

A project is a set of interrelated activities with a defined start and end, which are designed to
achieve specific objectives, with specific resources within a defined timeframe. The Project
Lifecycle is the sequence of phases inclusive of tasks and functions which must be performed in
the lifespan of a project. The name, number and sequence of phases within the cycle may vary
based on the organisation and the type of project. Generically, a project cycle contains initiation,
planning, execution, and closure. However, we can represent the project life cycle stages of
design, implementation, monitoring and evaluation (See figure 1.1)

Figure 1.1 Four stages of the project life cycle

4 STAGES OF THE
PROJECT LIFE CYCLE

GOAL
REACHED!

INITIATION STAGE -
Understand the goals,
priorities, deadlines,
and risks of the
project

PLANNING
STAGE - Outline
the tasks and
timeline
required to
execute on the
project

CLOSURE STAGE -
Analyze results,
summarize key EXECUTION STAGE -
learnings, and plan Turn your plan into
next steps action and monitor
project performance

Image Source: https://venngage.com/blog/project-life-cycle/

M&E In the Project Life Cycle

Monitoring and evaluation are vital processes in accessing project success. It is therefore
important that the need for good M&E is recognized from project conception, as it is often the
guality of the M&E system in place that determines (at the very least) the ability to determine the
success or failure of a project. Identifying and documenting successful programs and approaches
is also a vital role of the M&E process in the project cycle (See figure 1.2).

15


https://venngage.com/blog/project-life-cycle/

Figure 1.2 M&E in the project life cycle

Decision to implement

DESIGN
(Plan project,
considering the IMPLEMENT

evaluability of AND
the design) MONITOR

Final impact
evaluation

PROJECT CYCLE

(Monitoring throughout)
9 9 Mid-term
evaluation

ANALYSIS
EVALUATION

Post-implementation
evaluation

Image Source: UNODC Toolkit to Combat Trafficking in Persons

A well-functioning M&E system is a critical part of good project or program management and
accountability. Timely and reliable M&E provides information to:

support implementation with accurate, evidence-based reporting that informs
management and decision-making to guide and improve project/program performance;

contribute to organisational learning and knowledge sharing by reflecting upon and
sharing experiences and lessons learned so that we can gain the full benefit from what
we do and how we do it;

uphold accountability and compliance by demonstrating whether or not our work has
been carried out as agreed and in compliance with established standards and with any
other donor requirements;

provide opportunities for stakeholder feedback, especially beneficiaries, to provide
input into and perceptions of our work, modelling openness to criticism, and willingness to
learn from experiences and to adapt to changing needs;

promote and celebrate the work by highlighting our accomplishments and
achievements, building morale and contributing to resource mobilisation.

16



Results Based Management (RBM)

The OECD defines Results Based Management (RBM) as “a management strategy focusing
on performance and achievement of outputs, outcomes and impact”. RBM is therefore all
about managing for results i.e., ensuring that there are clearly defined and agreed results and
clear accountability frameworks for the achievement of these results, which includes monitoring
progress towards results, and reporting on performance.

Results Based Monitoring and Evaluation (M&E)

Results-based M&E asks whether the project achieved the desired outcome and impact. Under
the RBM M&E approach the effectiveness of the intervention is assessed by looking at both the
process and the result (See figure 1.3).

Figure 1.3 Distinction between implementation monitoring and results-based monitoring
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Image Source: Project Management Institute (PMI)

RBM M&E enables organisations to focus on evaluating long term results rather than on short-
term outputs. In addition:

e it supports stronger programme and strategic planning resulting in more effective
programme and project implementation including more realistic project schedules;

e allows for the identification of process and service improvements;

e results in more effective targeting of interventions and services and ensure that services
being provided are actually needed;

e serves as a basis for ongoing learning to make our work stronger and more effective;
e Dbetter communication of results as stakeholders are aware of goals and progress; and

e more useful evaluations as everyone knows what is being measured and assessed

17



The RBM approach to M&E focuses on the timely achievement of relevant goals and objectives
and it involves Strategic Planning, Resource Management, Systematic Implementation,
Monitoring and Reporting. Proper use of M&E under RBM promotes systematic monitoring and
evaluation of results as a means of ensuring the quality of delivery, as well as a means of tracking
the achievement of results. Adopting RBM sees organisations:

defining realistic expected results and agreeing on indicators;
managing projects and programs by focusing on results;

conducting regular monitoring and evaluation to assess what works and what does not
work, and why;

producing reports on results and performance that are used for management decisions;
and

sharing reports on performance with stakeholders, and using lessons learned in the
performance improvement process.

A key concept of the RBM methodology is the results chain, which depicts the assumed causal
linkage between an intervention and desired results beginning with inputs, moving through
activities and outputs, and culminating in outcomes and Impact (See figure 1.4). The results chain
provides the framework for the identification of indicators for monitoring and evaluation. Focusing
on the results chain allows for the adoption of a strategic approach that focuses on:

the alignment of intervention logic to the organisation’s objectives;
contributing to specific medium to long term outcomes and impacts;

methodical and systematic implementation with structured performance monitoring,
measurement & reporting;

strategic and timely utilisation of performance information to guide inputs and activities;
and

systematic feedback and learning allowing for adjustments.

18



Figure 1.4 The results chain

nwH4Hrrcwnmmz>X

(O'Vmeg‘]’}‘;tfal) The direct or indirect long-term effects produced by an

intervention whether positive or negative, intended or
unintended

The short and medium term effects or results from
the outputs of the intervention

Direct products or services realized from the
intervention

Actions taken or work performed through which inputs
are mobilized to produce specific outputs

The financial, human and material inputs required to
implement the intervention

Image Source: International Federation of Red Cross and Red Crescent Societies

For example, BOJ could have a results chain which looks like the following:

Economic

Jamaica’s Central
Bank Digital Currency
(CBDC) - Jam-Dex -
Developed

Increased participation
Increased GDP in the formal financial

Growth system by the
unbanked

Economic

Increased private New business
investment/ business registration system
administrative developed

Increased GDP

Growth
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Some key questions under RBM are:

What is the purpose/objective of the intervention?

Who are the major stakeholders and what results do they expect from the intervention?

What are the best methods for achieving desired outputs, outcomes and impacts?
What are the best tools for measuring the achievement of the results?

How can we capture and disseminate results to stakeholders?

How can we use results to effect learning?

How can we use learning to improve processes and results?

GROUP ACTIVITY

Now it is time to put what you have learned into practice! In
your groups, review and discuss the case study that has

4
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Module 2

Monitoring and
Evaluation (M&E)
Frameworks



SCOPE

This module is intended to introduce the Logical Framework (logframe) and Theory of
Change(ToC) to the learner as two of the most commonly used monitoring and evaluation tools.

OBJECTIVES

The objectives of this module are to:
e Introduce the learner to the logframe and ToC and their roles in monitoring and evaluation

e Provide and overview of the process of developing the Logframe and Toc
e Equip the learner to be able to develop a (basic) log frame for a project

LEARNING OUTCOMES

By the end of this module, learners will be able to:

Explain the main elements of the logframe and ToC
Understand how the logframe and ToC links project activities to outcomes and impacts
(goals)

e Develop a (basic) logframe from a sample case/project

24



Monitoring and Evaluation Frameworks

“Problems cannot be solved by thinking within the framework in which the problems

were created” - Albert Einstein

M&E Tools

There are various tools and models developed that
seek to allow us to both map out what we are trying
to do in our programmes or projects as well as to
measure the results — outputs, outcomes and
impacts. Two of the more popular models or tools are
the Logical Framework (Logframe) and the Theory of
Change (ToC).

The Logical Framework

The logical framework is a management tool used
to plan, manage and improve the design of
interventions. It is normally a summary table of no
more than 2-3 pages, which is used to identify inputs,
outputs, outcomes and impact and show how they
link and contribute to each next stage in a logical
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manner. It also allows you to identify sources of data as well as record risks and assumptions that
may impact the achievement of results. The logical framework presents the intervention in a
‘logical,” sequential way with activities leading to outputs, which in turn lead to outcomes, which

in turn lead to impact (See figure 2.1).

Figure 2.1 lllustration of the LogFrame
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Image Source: https://www.pmi.org/learning/library/results-based-monitoring-evaluation-projects-7394
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The Logframe is useful to both managers and evaluators at every stage of the project cycle. It is
a vehicle for organising a large amount of information in a coherent and concise manner, assisting
with the design, implementation and evaluation of projects (USAID, 2012). The Logical
Framework is as much a way of thinking about development projects as it is a tool for summarising
the key elements of a project design and establishing a basis for project M&E.

Structure of the LogFrame

In its simplest form, the LogFrame is organised in the form of a 4x4 matrix with four columns and
four rows. Together, they outline the logic of the intervention or project. The vertical aspect of a
Logical Framework represents the vertical chain of results as hypotheses, which can be tested
and from which we can learn and advance our understanding of “what works”. The horizontal
aspect of a Logical Framework, particularly the first three columns capture performance
management aspects of the project. The “indicators” column captures both the target and the
indicators and refines our understanding of results in the first column by telling us how we will
know whether those results have been achieved. The “data sources” column which is sometimes
labelled as “means of verification,” identifies data sources, methods and the frequency with which
performance information will be obtained in order to help project managers. A description of each
component of the LogFrame is presented in Figure 2.2 below.

Figure 2.2 Description of the components of the Logframe

What the operation will do;
what it seeks to achieve.

How performance
will be measured.

Factors outside management
control that may affect project

l / \ performance

Logframe Performance Means of Assumptions

hierarchy indicators verification & risks
Goal (Impact) (Goal-to-Super-Goal)
Higher objective to which Indicators (increasingly The programme evaluation Risks regarding strategic
this operation, along with standardised) to measure system impact.
others, is intended to programme performance.
contribute.
Purpose (Outcomes) (Purpose-to-Goal)
The outcome of an Measures that describe the People, events, processes, Risk regarding programme
operation. The change in accomplishment of the sources of data for level impact
beneficiary behaviour, Purpose. The value, benefit | organising the operation's
systems or institutional and return on the evaluation system.
performance because of the | inwestment.
combined output strategy
and key assumptions.
Outputs (Output-to-Purpose)
The actual deliverables. Output indicators that People, events, processes, | Risks regarding design
What the operation can be measure the goods & sources of data — effectiveness.
held accountable for services finally delivered by supervision & monitoring
producing. the operation. system for validating the

operation’s design.

Activities Inputs/Resources (Activity-to-Output)
The main activity clusters Budget by activity. People, events, processes, | Risks regarding
that must be undertaken in Monetary, physical & human | sources of data —monitoring | implementation & efficiency.
order to accomplish the resources required to system for validating
QOutputs. produce the outputs. implementation progress.

26



Image Source: International Federation of Red Cross and Red Crescent Societies

In practice, a logical framework:

e Gives a detailed description of the programme showing how its activities will lead to the
immediate outputs, and how these will lead

to the outcomes and goal. Create a "logic model"

e Could be used to complete the sentence

“‘we plan to do X which will give Y result”; Here. IS our
new simplified

e Is normally shown as a matrix but can also logic model
be shown as a flow chart/a logic model; Give us Q ¥

all <
e Includes space for risks and assumptions, $ WIN -

although these are usually only on a basic )
level; ’

e Does not generally include evidence for
why you think one thing will lead to another;
and

e |s used as a tool for monitoring.

Formulation of a logframe involves a systematic analysis of the different components of a project.
It is a stepwise and logical process including:

e Step 1: Define a goal
e Step 2: Formulate set of objectives
e Step 3: Determine the outputs (expected results)
e Step 4: Describe the activities (inputs)
An example is highlighted in figure 2.3 below.

Figure 2.3 An example of a Log Frame
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PROJECT SUMMARY INDICATORS MEANS OF RISKS / ASSUMPTIONS
VERIFICATION

Goal 10% increasein thenumber N/A
of Grades 5-6 primary
students continuing on to
high school within 3 years.

Outcome | Improvereading proficiency Improved reading
among childrenin Grades s- proficiency provides self
6 by 20% within 3 years. confidence required tostay

in school.

Outputs /| 500 Grade 5-6 studentswith Children apply what they
low reading proficiency ( v leamtin the summercamp
completeareading summer \ atschool.

- TH EN \

Activities [ Run five summerreading f S arents of children with low
camps, each with capacity reading proficiency are
for 100 Grades 5-6 students. I F AND willingtosend them toth

camp.

Image Source: Tools4Dev. http://www.tools4dev.org/resources/how-to-write-a-logical-framework-logframe/
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Theory of Change (ToC)

According to the Center for Theory of Change, the “theory of change is essentially a
comprehensive description and illustration of how and why a desired change is expected to
happen in a particular context,” mapped out in an outcomes framework. Theory of Change (ToC)
is a methodology for planning, participation and evaluation that defines long-term goals and then
maps backward to identify necessary pre-conditions. The International Network on Strategic
Philanthropy’s Theory of Change Tool Manual (2005) states that “a theory of change articulates
the underlying beliefs and assumptions that guide a service delivery strategy and are believed to
be critical for producing change and improvement”. Theories of change therefore represents:

e Dbeliefs about what is needed by the target population and what strategies will enable them
to meet those needs;

e what a project/program intervention does and how these lead to desired goals being
achieved by first identifying the desired long-term goals and then works back from these
to identify all the conditions (outcomes) that must be in place (and how these relate to one
another causally) for the goals to occur; and

e the connection between a system’s mission, strategies and actual outcomes, while
creating links between who is being served, the strategies or activities that are being
implemented, and the desired outcomes.

Figure 2.4: Generic theory of change

e

Intermediate Intermediate
Outcome Outcome

'
i
i

- »
Outcome Outcome
i ! i .
v v v !
Outputs / Outputs / Outputs / Outputs / Outputs /
Results Results Results Results Results

v v v ¢
m

Image Source: http://www.relativ.co.za/relativ-impact/theory-of-change-workshop/
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It must be noted that there is no standardised form of theories of change. Despite this fact, it is
acknowledged that as Piroska Bisits Bullen states “... a theory of change typically:

gives the big picture, including issues related to the environment or context that you cannot
control;

shows all the different pathways that might lead to change, even if those pathways are not
related to your program;

describes how and why you think change happens;
could be used to complete the sentence “if we do X then Y will change because....”;
is presented as a diagram with narrative text;

the diagram is flexible and does not have a particular format — it could include cyclical
processes, feedback loops, one box could lead to multiple other boxes, different shapes
could be used, etc.;

describes why you think one box will lead to another box (e.g., if you think increased
knowledge will lead to behaviour change, is that an assumption or do you have evidence
to show it is the case?; and

is mainly used as a tool for program design and evaluation”.

The theory of change (TOC) maps out your initiative through six stages:

1.

2.

6.

Identifying long-term goals

Backwards mapping and connecting the preconditions or requirements necessary to
achieve that goal and explaining why these preconditions are necessary and sufficient

Identifying your basic assumptions about the context
Identifying the interventions that your initiative will perform to create your desired change

Developing indicators to measure your outcomes to assess the performance of your
initiative

Writing a narrative to explain the logic of your initiative.

The outcomes, preconditions and causal linkages in an intervention are demonstrated in figure
2.5 below.
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Figure 2.5 Outcome pathways on a theory of change

Ultimate outcome

Accountability Ceiling ‘F

Long-term outcome

> T~
~

Rationale Intervention
2 v

o
— ~
o ~

Precondition Precondition
(outcome) (outcome)

Image Source:
https://www.annmurraybrown.com/single-post/2019/06/19/theory-of-change-back-to-basics

Developing a theory of change

Developing a theory of change is a multi-stage collaborative process which involves the project
team and all the key stakeholders (See table 2.1). The TOC approach to planning is designed to
encourage very clearly defined outcomes at every step of the change process. Users are required
to specify a number of details about the nature of the desired change — including specifics about
the target population, the amount of change required to signal success, and the timeframe over
which such change is expected to occur. This diligence often helps both funders and grantees
reassess the feasibility of reaching goals that may have initially been vaguely defined, and in the
end, promotes the development of reasonable long-term outcome targets that are acceptable to
all parties.

The TOC process hinges upon defining all of the necessary and sufficient conditions required to
bring about a given long term outcome. TOC uses backwards mapping, requiring planners to think
in backwards steps from the long-term goal to the intermediate and then early-term changes that
would be required to cause the desired change. This creates a set of connected outcomes known
as a “pathway of change.” A “pathway of change” graphically represents the change process as
it is understood by the initiative planners and is the skeleton around which the other elements of
the theory are developed (See figure 2.6)
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Table 2.1 Steps in developing a theory of change

Steps in developing a theory of change

Components of an Initiative Role of theory Of change thinking and steps

Identify Problem Before TOC begins

Convene Key People to Address Before TOC begins

Problem

Conduct Research in Community to  Can occur before having a clear theory and revisited when new
Better Understand the Problem questions emerge as a result of the TOC process

Where TOC really begins, in establishing consensus around well-

sl Eeele defined long-term goals

Based on knowledge of initial participants, but in creating the theory it

Enlarge Stakeholder Group often becomes clear that other people need to be at the table

As part of TOC, stakeholders are asked to be clear and explicit about
Team Building and Forging their beliefs, goals, and assumptions. The process of discussion
Collaboration around these issues helps let everyone know where everyone stands
and helps to build trust

The TOC process includes steps to elicit a conceptually tight, highly
Begin Planning an Initiative detailed explanation for what changes need to occur and their relation
to one another

Use your change framework and narrative to demonstrate to funders
Raise Funds that your initiative is well thought out, practical, and measurable and
that you have a process in place to be accountable for results

The theory developed during the initial planning phase identified
interventions and strategies needed, and also identified how much

Develop an Action Plan change you are expecting. These two things provide the basis for
deciding which specific actions will bring about the expected degree of
change

Your theory of change is the blueprint for evaluation. It identifies
indicators of success and specifies the details of who is expected to
change and how much. This is the basis for developing the
methodologies to measure the indicators

Develop an Evaluation Plan

Your theory of change is a dynamic, living set of ideas that should guide
Implementation implementation and provide a framework for checking that the initiative
stays on track

Because your theory of change is a living, dynamic set of ideas, you
Revise Plans (Mid-Course can update it as you learn from your experiences. A TOC helps guide
Corrections) decisions about how to make adjustments by clearly showing the
relationship between outcomes

mage Source:
1ttps://www.theoryofchange.org/what-is-theory-of-change/how-does-theory-of-change-work/when-to-use
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Figure 2.6 ToC diagram showing Pathways of Change

Goods and services produced

IMPACT

OUTCOME

OUTPUT

ACTIVITY

Image Source:

What is the longer-term high level, cumulative improvement in wellbeing
that the intervention will contribute to? Who are the beneficiaries/
beneficiary groups who will benefit directly AND indirectly?

What are the specific improvements in the state of individual
beneficiaries/beneficiary groups that the intervention will
contribute to?

What are the behaviour changes/changes in practice that are required to
bring about direct benefits and contribute to wellbeing changes?

Which actors need to change? What are the barriers to these actors
behaving differently?

What are the the changes in knowledge, attitude, skills and
opportunities of those who have received or used the goods and services
produced by the intervention. How will this contribute to the behaviour
changes required?

Who are the target groups that the intervention will reach/who will
receive the intervention’s goods and services and what is their reaction
to them?

+

What are the direct outputs, including tangible products and deliverables
as a result of the activities undertaken?

What can we do (actions) to address the barriers to behavioural change?
Why might that work in the context?

https://www.gov.uk/government/publications/monitoring-evaluation-and-learning-mel-in-conflict-and-stabilisation-

settings-a-quidance-note

During the process of creating the pathway of change, participants are required to articulate as
many of their assumptions about the change process as they can, so that they can be examined
and even assessed, to determine if any key assumptions are hard to support (or even false).
There are typically three important types of assumptions to consider:

(a) assertions about the connections between long term, intermediate and early outcomes

on the map;

(b) substantiation for the claim that all of the important preconditions for success have

been identified; and

(c) justifications supporting the links between program activities and the outcomes they

are expected to produce.

A fourth type of assumption which outlines the contextual or environmental factors that will support
or hinder progress toward the realisation of outcomes in the pathway of change is often an
additional key factor in illustrating the complete theory of change.
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GROUP ACTIVITY

Now it is time to put what you have learned into practice! In
your groups, review and discuss the case study that has been

nronwnAnAd TAannthar Aacian A laai~al framanninrvl, far tha nraiant

4
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Module 3

Indicators



SCOPE

This module is intended to help the learner understand the concept of indicators, including what
makes a good indicator and how indicators are used in the monitoring and evaluation.

OBJECTIVES

The objectives of this module are to:
e Introduce learners to the concept of indicators and their importance

e Expose learners to the different type of indicators and how they are used
e Explain to learners how to select good (new) indicators and evaluate existing ones

LEARNING OUTCOMES

By the end of this module, learners will be able to:

Describe what indicators are
Differentiate between different types of indicators - quantitative versus qualitative
indicators and output versus outcome indicators

e Assess existing indicators and design new ones
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INDICATORS

“If you can’t measure it, you can’t manage it” - Peter Drucker

What is an indicator?

An indicator is a variable that measures what has been done or what has been achieved.
Indicators are the means through which important questions such as Who? How many? How
often? and How much? can be answered.

Indicators are often compared to a ‘signpost’ —
they provide project implementers and WHAT ARE

EcoNoMIC
stakeholders with information to gauge whether ALL Tﬁ?ﬁz INDICATORS.
or not the project is on track to achieving the FL&C”B OAR; =
targets and desired goals. If the measures DA <7 A
g 2 ) LIGHTS? a)\/ o,
indicate that the project is not headed in the ; «}9”’\
right direction, necessary corrective actions can . ", 2
be taken. ‘;@@&5 s

e
Indicators may also be regarded as one of the ﬁ;gé‘;{

building blocks of a M&E system, since they
help to inform the design of other aspects of the
system such as what data must be collected, how and when.

Structure of an indicator

Indicators have three main components. These are: (1) unit of measure; (2) unit of analysis; and
(3) context.

Unit of measure: the actual unit in which associated values are measured. For example,
number/count, percent, degrees, metres, pounds.

Unit of analysis: the item of interest for a study that is observed, measured or collected and about
whom/which analysis and conclusions will be drawn. It tells “who’ or ‘what’ the
focus is.The unit of analysis can be individuals, groups, or a project or
programme. For example, women, households, staff, managers, departments.
It should be noted that there is a distinction between unit of analysis and unit of
observation. Individual staff members may be observed (unit of observation),
however through aggregation, the focus for analysis may be departments/units
(unit of analysis).

Context: this is qualifying information about the unit of analysis and provides parameters
to guide the measurement or collection of data.
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The components of an indicator are illustrated using the example below (see figure 3.1).

Figure 3.1: Components of an indicator

1 lale o
1 lhale o ~ _ _ a1 _ a1

L |

]i and %| of staff who use the new case

Characteristics of good indicators

Various acronyms have been used to support the development and selection of good indicators.
These include S.M.A.R.T, i.e. Specific, Measureable, Achievable, Relevant and Time-bound (as
first outlined by Peter Drucker in 1999) and AIMS i.e. Action-focused, Important, Measureable,
Simple (New Economics Foundation, 2000). The mnemonic ‘CREAM’ also offers useful criteria
for developing or selecting good indicators for a project or programme (Schiavo-Campo in World
Bank, 2004). See figure 3.2 below.

Figure 3.2: ‘CREAM’ criteria for good indicators

E conomic M onitorable

Aavailableata Can be
reasonable costs, independently
including those verified and

associated with validated

collectingand
analyzingthe

R elevant Provide sufficient
Appropriate tothe basis on which to
subjectat hand assessachievement
and relevanttothe without beingtoo
desired outcome abstract or

complicated

Types of M&E Indicators

Various typologies are used for indicators. A few of these are explored below.
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Process and outcome Indicators

For monitoring and evaluation, process indicators allow for monitoring the progress of
implementation and indicate whether activities are being delivered as planned. They tell how the
results of the project are being achieved. Examples of process indicators are:

e the number and types of services delivered;
e the number of students trained;
e the number materials produced;

Outcome indicators on the other hand, tell what the project is achieving and indicate the extent to
which the activities being implemented were successful in achieving the desired results. For
example, knowledge, attitudes and practices as measured by a survey such as:

e Number and % of staff who consider the newly implemented software to be user-friendly

e Number and % of staff satisfied with the IT support services

e % of population knowledgeable about the benefits of JamDex

Input, output, outcome and impact indicators

Indicators are often classified according to the different aspects of a project as depicted by the
results chain, which highlights the causal link between the intervention and the results of the
project vis-a-vis a sequence of inputs, activities, outputs, outcomes and impact.

Input, output, outcome and impact indicators are further examined below.

Input Indicators: These are measures of the financial, human and physical and technical
resources that are needed. For example:

e Total budget of activities for 2022
e # of staff recruited to execute monitoring and evaluation activities
e # of computers procured for staff

Output Indicators: These are measures of the products or services which stem from activities
that were implemented over a given period. For example:

# of training manuals developed

# of staff who completed training in monitoring and evaluation
# of policies developed

# of health workers trained in antigen testing

Outcome Indicators: These are measures of improvements or intermediate changes in the
beneficiaries’ behaviours, institutional performance or systems, which occurred as a result of the
intervention’s activities. Domains that are measured by outcome indicators address questions
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relating to the value, benefit and return on investment through the inputs and activities of the
intervention such as changes in knowledge, attitudes, beliefs, skills, behaviours, access to
services, policies and environmental conditions. For example:

# and % of staff who use the new case management system
% of school staff with improved knowledgeable about MoE COVID-19 protocols
in schools

e % of households in community X reporting access to internet services

Impact Indicators: These are higher population-level measures of long-term changes from the
accrued effect of multiple programmes or projects over time.

Average life satisfaction score for men and women aged 18 - 34 years

National crime rate

% of SMESs reporting tangible benefits from the supported changes in the business
environment

Quantitative and qualitative indicators

Quantitative indicators tell ‘how much’ or ‘how many’. They are expressed in numerical terms by
the use of absolute humbers (e.g. 44 children infected), percentages (e.g. 38% of households
have internet access), and fractions or ratios (e.g. 1 teacher for every 20 students). Data for
guantitative indicators are obtained by counting or measuring.

Quialitative indicators are descriptive and tell how people feel, behave or how things are done
such as participation in an event, ease of access to health care services and level of satisfaction
amongst employees. They are often expressed as numerical values. For example, 60% of
employees are dissatisfied with the adjustments to the work schedule.

There is a commonly held misconception that quantitative indicators are solid, reliable and more
‘objective’, while qualitative indicators are ‘subjective’ and often subject to bias and lacking in
rigour. However, while quantitative data may provide information on what is happening, the
context and question of ‘why’ is often unanswered in the absence of qualitative measures. It is
usually recommended that a mix of bot