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Preface


Monitoring and evaluation (M&E) are core responsibilities of American Red 
Cross and Catholic Relief Services (CRS) program managers and help ensure 
quality in our programming. The IPTT Guidelines module is one in a series of 
M&E training and capacity-building modules that the American Red Cross 
and CRS have agreed to collaborate on under their respective Institutional 
Capacity Building Grants. These modules are designed to respond to field-
identified needs for specific guidance and tools that did not appear to be 
available in existing publications. Although examples in the modules focus on 
Title II programming, the guidance and tools provided have value beyond the 
food-security realm.


Our intention in writing the IPTT Guidelines module was to help readers 
get the most out of their routine M&E data by displaying it in an indicator 
tracking table. Many donors now recommend—or require—that these data 
be reported in a tracking table format. Yet the guidance on how these tables 
should be formatted and when they should be updated or modified has been 
minimal. This module offers a user-friendly resource that can help field teams 
better understand the preparation and use of an IPTT over the project life 
cycle. It helps orient staff to basic guidance and gives tips on how to avoid and 
resolve common problems that can emerge during project design and routine 
reporting, as well as during mid-term and final evaluations.


Different agencies have different names for tracking tables. This particular 
module focuses on the design and use of the tracking table that the United 
States Agency for International Development (USAID) requires for its Title 
II food security projects, the Indicator Performance Tracking Table or IPTT. 
Although the module focuses specifically on the Title II IPTT, its general 
principles can be applied to other types of donor-funded programs.


Please send any comments or suggestions for this module to  
m&efeedback@crs.org.


Recommended citation: McMillan, Della E., Guy Sharrock, and Alice Willard. 2008. 
“IPTT Guidelines: Guidelines and Tools for the Preparation and Use of Indicator 
Performance Tracking Tables.” American Red Cross/CRS M&E Module Series. 
American Red Cross and CRS, Washington, DC and Baltimore, MD.



mailto:m&efeedback@crs.org
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The IPTT can be used to 


help staff and partners 


understand better how 


the project’s M&E data 


are being used to inform 


project management 


and reporting.


Executive Summary


Understanding the IPTT


As a result of the United States Agency for International Development’s 
(USAID’s) shift to results-based reporting, Title II programs must now report 
on performance indicators. The official Title II guidance for emergency and 
non-emergency food aid programs requires that project impacts be presented 
in the form of an indicator performance tracking table (IPTT). To facilitate 
cross-referencing between years and between projects, the USAID/Office 
of Food for Peace (FFP) requires projects to use a standard format that is 
described in the Title II proposal guidance. A similar model is recommended 
for the USAID Child Survival and Health Grants Program (CSHGP) and many 
other donor agencies.


The IPTT is just one, albeit important, element of a comprehensive monitoring 
and evaluation (M&E) system. The IPTT distills the project’s information 
into a short concise table format. It shows where the project stands with 
regard to its original and revised indicators and shows progress achieved 
towards the indicator targets. The IPTT can be used to help staff and partners 
understand better how the project’s M&E data are being used to inform 
project management and reporting. This, in turn, facilitates donor supervision 
and reporting. The IPTT is a living document that is regularly updated.


Developing the IPTT


Following the standard format recommended by USAID/FFP in the annual 
update of its Multi-Year Assistance Program (MYAP) guidance, a draft IPTT 
is developed and submitted with the project proposal. This same proposal is 
usually attached to the signed contract between USAID/FFP and the private 
voluntary organization (PVO) cooperating sponsor (CS), as it details what 
the PVO is contractually obliged to accomplish. To facilitate comparative 
reporting, USAID recommends that grant recipients incorporate a number of 
standardized indicators into the tracking tables. 
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Executive Summary


This module outlines a 7-step process that will help orient staff to various 
opportunities to use the IPTT more effectively over the project life cycle by 
helping them understand the following (see table 1 below):


Why the IPTT is important at each stage in the project implementation  ▪
and reporting cycle


What types of best practice guidance and examples should be  ▪
consulted when using the IPTT at specific phases in the project cycle 


Who is authorized to update and revise the IPTT, as well as when and  ▪
where the IPTT should be revised.


Each step concludes with a series of recommendations about how project staff 
can anticipate and respond to special challenges.


Although project IPTT changes are often essential, given the large number of 
standard project documents, it is important that any revisions be approved 
and thoroughly documented.1 The Title II program includes a built-in process 
for indicator and target review and revisions after completion of the project 
baseline survey and of the project mid-term evaluation.


Summary Rules of Thumb
This section presents a short list of informal guidelines for IPTT preparation 
and use that the co-authors have gleaned from practical application of IPTT 
design and use in various projects.


Tools
Useful tools and references are described in the annexes, including a section 
on the special challenges associated with consortia (see annex VIII). 


1 To avoid an excessive number of changes to a project IPTT, a strong emphasis is placed 
on the IPTT’s initial design.
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Executive Summary


Table 1. Recommended Steps and Responsibilities for the Preparation and Use of a Title II IPTT2


Step Activity In-Country Staff Support Outside Technical Support


Technical 
Staff/Project 
Design team


M&E 
Specialist


Design or 
Project 


Manager


CS HQ FANTA2 Consultant


1 Basic donor and 
CS-specific guidance 
clarified


X X X X


2 Draft IPTT developed 
and included in project 
proposal (based on 
needs assessment and 
standard guidance 
gathered in Step 1)


X X X X X


3 IPTT, Indicator Plan 
Table, and M&E Plan 
revised based on results 
of baseline survey


X X X X X


4 IPTT updated as part 
of routine reporting 
to donor and partners 
(FY01 & FY02)


X X X


5 IPTT updated, 
reviewed, and revised 
in connection with mid-
term evaluation and (if 
appropriate) survey


X X X X


6 IPTT and project 
response to mid-
term evaluation 
recommendations 
updated as part of 
routine reporting to 
donor and partners


X X X


7 Final updating of IPTT 
based on results of final 
survey and use of IPTT 
data to assess results 
and project impact 
during final evaluation


X X X X


2 The USAID/FFP-funded FANTA Project office provides technical support to Title II PVO Cooperating Sponsors in the design and 
execution of their M&E systems.
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This module offers a 


user-friendly resource to 


help field teams better 


understand how  


to prepare, use, and 


update the IPTT over the 


project life cycle.


Purpose of the Module


The official Title II guidance for emergency and non-emergency programs 
requires that the impacts of these programs be presented in an indicator 
performance tracking table (IPTT). The IPTT is central to all design, M&E, 
and reporting of Title II programs. To date, however, there has been little 
formal guidance developed concerning the formulation of the IPTT table or 
its cross-cutting utility as a management tool. Many of the rules to modify 
and update the generic IPTT format that USAID/FFP recommends are only 
learned through direct communication with the donor or from experienced 
implementation teams. As a result, it is very easy for projects to make errors 
on the IPTT. If these errors are repeated throughout the project lifecycle,  
the costs can be enormous, as funding depends on the results contained  
in the IPTT. 


This module offers a user-friendly resource to help field teams better 
understand how to prepare, use, and update the IPTT over the project life 
cycle. Since the use and tracking of formal indicators is widespread, this 
module will also be useful to individuals who design, manage, and evaluate 
other types of donor- and privately-funded projects. The module is divided 
into three sections that provide a brief overview of some key issues for the 
project staff and headquarters and regional staff who supervise these projects.


Section 1


Explains the basic IPTT structure and format and why USAID wants PVOs 
to incorporate this type of standardized reporting format into their project 
designs and M&E systems


Section 2


Outlines a 7-step approach to the development and use of an IPTT over the 
project life cycle and discusses when and how an IPTT can be modified


Section 3


Provides a brief summary of the guidelines or rules of thumb gleaned from 
the experience of the co-authors for IPTT development and use, including 
some red flags that experienced PVO supervisors, consultants, and USAID 
officials often use to alert them to potential problems
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Purpose of the Module


Annex I


Describes the references cited in the text and a list of summary what to do and 
what to avoid in IPTT preparation and use


Annex II


Presents an annotated list of Web sites and references that projects can consult 
for additional assistance


Annexes III–VIII


Presents tools to assist in IPTT development and use


Final 
Evaluation


MYAP  
and Final  
Contract


BaselineCSR2


Mid-Term  
Evaluation 


(and Survey)


Final  
Survey


IPTT
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An IPTT provides a simple 


standardized way of 


presenting M&E project 


data; the IPTT is the table 


used to track, document, 


and display indicator 


performance data.


Understanding the IPTT


What is the IPTT? 


The IPTT is one, albeit important, element of a comprehensive M&E 
system. Following USAID’s shift to results-based programming, Title II 
programs were required to report on project impacts and on their progress 
implementing the activities in their work plan. Each project had to identify 
performance indicators that could be used to assess progress against a specific 
completion target (see annex II for current Title II guidance). 


USAID specifies two types of performance indicators, as follows:


An impact indicator ▪  measures the project’s achievement of the 
desired impact of a project sub-component—such as the percentage of 
children classified as stunted or wasted.3  


A monitoring indicator ▪  measures progress in implementing 
an activity—such as the number of people enrolled in a growth 
monitoring program. In general, monitoring indicators are measured 
more frequently than impact indicators. Many of the impact 
indicators are now found only on the surveys administered at 
baseline and endline of the project cycle.  


An IPTT provides a simple standardized way of presenting M&E project 
data; the IPTT is the table used to track, document, and display indicator 
performance data. Although individual donors may specify the format they 
want projects to use, most tracking tables include all or some portion of the 
critical elements that are found in a Title II project IPTT. As detailed in table 2 
below, these elements include the following:


A list of all official project impact and monitoring indicators in  ▪
column 1


Baseline measurements of these indicators (i.e., measurements of  ▪
these indicators before the project started or during the first year) in 
column 2


3 The USAID/FFP guidelines for MYAPs include a very good concise explanation (two 
paragraphs) of Results, Performance Indicators and Targets that should be required reading 
for every Title II staff member. Once staff understand the official guidance, the M&E 
supervisor can consult other resources for tips on training staff in how to develop objectives 
and indicators that are SMART (specific, measurable, achievable, relevant, and time-bound). 
General resources include: Mercy Corps (2005, pp. 14-24); Stetson, Sharrock and Hahn 
(2004, pp. 108-116); and Gosling and Edwards (1995, pp. 80-87, 338). 
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Understanding the IPTT


Tools & resources


annotated list of references, 
Guides and Further readings


And under each project year (columns for years 1–5): ▪


The first (“Exp”) column presents the targets the project hopes to  ▫
achieve for specific indicators over the lifetime of the project (e.g., 
Year 1-5)


The second (“Act”) column presents achievement indicating  ▫
actual project progress towards targets (measured annually for 
monitoring indicators and at mid-term or in the final year of the 
project for impact indicators)


The final (“Ratio”) column compares the percentage of  ▫
achievement in a given year against the target (e.g., 100% if the 
project target was fully achieved, 75% if only three-quarters of 
the target was met, or 125% if the project achieved 25% more than 
was originally expected).


IPTT Notes
Calculating the ratio data: if you expect a decrease in the indicator 1. 
(e.g., percentage of children with low weight-for height), the column 
is expected/actual (E/A); if you expect an increase (e.g., percentage 
of mothers exclusively breastfeeding), the column is A/E. Note that 
this does not take into account the baseline and therefore does not 
give information on the amount of progress that is made toward an 
indicator target. However, USAID’s current expectation is to report 
only E/A or A/E, depending on the direction of the expected change.  


The project needs to report on annual monitoring indicators each 2. 
year, while impact and outcome indicators are only to be reported 
on in certain years as determined by the Cooperating Sponsor (CS), 
under the CS’s M&E plans. If the CS adjusts indicators or targets (for 
example, if targets are set too high or low), a clear explanation should 
be provided. Explicit FFP approval is required for decreases in the 
scale of targets. The CS should provide explanations in its annual 
results report submission and clearly identify proposed indicators 
and target adjustments in the report narrative and cover page. 


Clearly specify the fiscal year being reported, (e.g., FY09), as well as 3. 
the CS name, country, and page numbers on each page of the IPTT.   


Programs implementing activities to improve health, nutrition, and 4. 
hygiene behaviors should define the behaviors being measured, such 
as improved personal, food, water, and environmental hygiene. 
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Understanding the IPTT


Table 2. USAID/FFP Recommended IPTT Format


INDICATOR Base
Line


YEAR 1 YEAR 2
Mid Term 
Evaluation


YEAR 3 YEAR 4
Final Evaluation


YEAR 5


Exp Act Ratio Exp Act Ratio Exp Act Ratio Exp Act Ratio Exp Act Ratio


Impacts 
(Data only available for Baseline, Mid-Term and Final Evaluation Years)


Maize yields  
(kg/ha)


850 1275 900 71% 1.700 1,400 88%


outcomes 
(Data only available for Baseline, Mid-Term and Final Evaluation Years)


% farmers 
scoring at least 
3 on Improved 
Practices Score 
Index


12% 60% 15% 25% 80% 82% 102%


% of farmers’ 
plots where 
improved maize 
practices were 
adopted


7% 60% 65% 108% 75% 60% 80%


Repayment 
rate among 
agricultural 
credit borrowers


75% 85% 91% 107% 95% 97% 102%


outputs 
(Data available yearly)


Number of 
farmers trained 
in Maize 
Improved 
Practices


0 400 485 121% 500 620 124% 600 630 105% 600 591 98% 600 650 108%


Number of 
model farmers 
completing 
course


0 25 25 100% 20 25 125% 20 20 100% 20 20 100% 20 20 100%


Number 
of farmers 
completing 
credit 
applications


0 400 185 46% 500 210 42% 600 430 72% 600 520 67% 600 550 92%


Sources: USAID Office of Food for Peace/FANTA, M&E Workshop, August 2007; Personal Communication with Alison 
Tamilowicz Torres, FANTA project, August 2008.


Note: Exp = expected; Act = actual.
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Understanding the IPTT


The IPTT’s pivotal 


role in Title II project 


design, reporting, and 


evaluation should help 


all involved in achieving 


their objectives.


The IPTT’s Pivotal Role in Title II Project 
Documentation 


The first step in developing the IPTT is to review the project documents that 
USAID/FFP requires from each project. These documents all contain an IPTT. 
Each document has a slightly different purpose, containing either a copy of or 
providing data for revisions of the IPTT. Specifically:


A draft IPTT ▪  is presented in the project proposal or MYAP.


The baseline survey ▪  is designed to provide baseline measures and 
to contribute to the development of targets for the project’s chosen 
indicators.


Based on the baseline survey results,  ▪ the M&E plan shows how the 
project proposes to calculate the different indicators presented in the 
IPTT (including data collection and analysis methods).


The  ▪ first and second year Cooperating Sponsor Results Report 
(CSR2) show how the project is progressing, based on monitoring 
indicators tracked in the IPTT and other qualitative evidence for 
project level effects. 


When a  ▪ mid-term survey is conducted,4  it is used to determine 
whether the methods used to measure project impact and the 
monitoring indicators are appropriate, the likelihood of the project 
achieving its original targets, and the need to adjust original targets 
upward or downward.


Although  ▪ third and fourth year CSR2s use the same guidance as the 
first and second year CSR2s, they are expected to also report in the 
M&E section on how the project is responding to recommendations 
from the mid-term evaluation on problem areas in the project 
monitoring and impact indicator values or calculation methods. 


The  ▪ quantitative final survey is used to determine final measures for 
impact indicators that are then added to the IPTT, providing the basis 
for:


The final external project evaluation  ▫


The final annual report (CSR2) to USAID/FFP. ▫


The IPTT’s pivotal role in Title II project design, reporting, and evaluation 
should help all involved—project management, partners, as well as funding 
agencies—in achieving their objectives.


4 Although no longer required, a small, focused quantitative mid-term survey is still used 
by many Title II programs to determine the mid-term measurements of the project’s major 
impact indicators. This is especially important when projects are executed by a consortium.
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The IPTT Provides 


a simple system for 


managing and tracking 


indicators.


Understanding the IPTT


IPTT: Project Perspectives 


The IPTT benefits the PVO in several ways, namely it: 


Provides a simple system for managing and tracking indicators ▪


Clearly outlines to key government partners and community  ▪
organizations the project objectives and ways of assessing 
achievement so as to enhance their understanding of the project 
structure and why it cannot respond to new issues and intervene in 
areas outside the official project areas (see box 1) 


Focuses the evaluation on impact indicators rather than the  ▪
implementation of categories or specific activities so project managers 
can adjust activities if they do not appear to be adding up to the 
desired impact


Clarifies the PVO’s contractual and reporting obligations to the  ▪
donor and to local PVO and government partners; this, in turn, helps 
facilitate collaboration within a project area 


Provides a means of resisting local government or donor (USAID/FFP)  ▪
requests to achieve additional results using the same resources. 


Box 1. IPTT’s Role in Clarifying PVO Obligations to the Donor 


To prepare its staff for a mid-term evaluation and build their overall M&E capacity, the 
Africare headquarters office dispatched a consultant to Goundam, Mali. Staff meetings 
to prepare for the evaluation were disrupted by several notes calling the project 
manager to the prefect’s (chief provincial administrative officer’s) office for a meeting. 
As the only PVO program still active in the region at the time, the prefect looked to 
Africare whenever there was an emergency. His concern at the time was to improve one 
of the roads within Goundam town that was prone to flooding. The tone and urgency 
of the requests escalated to the point that the project manager and her administrative 
officer were officially convoked to the administrator’s office. The consultant 
accompanied them to the meeting to better understand what was going on. As it turned 
out, the team arrived at the meeting with two extra copies of the IPTT. When it was clear 
that the administrative officer thought that the staff either did not understand the road 
problem or was intentionally blocking it, the project manager and consultant used the 
IPTT to illustrate the following three major points.


Africare had signed an agreement with the U.S. government to conduct a project 1. 
with three main objectives and a specific set of indicators to guide project activities.
If Africare attempted to add the roads component to their contact, they would 2. 
not have been able to achieve the three agreed-on objectives to the contract 
specifications (i.e., the IPTT).
If the three contracted objectives were inadequately addressed due to undertaking 3. 
an additional activity on roads, the external evaluator representing USAID would 
declare the project a failure and they might not be awarded grants in the future.


The chief provincial administrative officer agreed that adding in the roads component 
would not be in the project’s best interest or in the interest of future development 
activities in the area. The next day, the chief provincial administrative officer and one 
of his assistants came to the Africare office unannounced to express their gratitude to 
the project manager and consultant. The external evaluator, who arrived a month later, 
was surprised at how knowledgeably the chief provincial administrative officer could 
discuss what he saw as the project’s strengths and weaknesses based on the project’s 
M&E data in the IPTT.


Source:  Pre-evaluation Planning Mission to the Africare Goundam Food Security 
Initiative 2000.
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Tracking tables, such 


as the IPTT, provide a 


simple, efficient, and 


standardized means 


for a CS to manage and 


track its indicators and to 


report on project status 


from year to year.


Understanding the IPTT


IPTT: Donor Perspectives 


USAID wants projects to use an IPTT for several reasons:


Individual project supervision: ▪  Tracking tables, such as the IPTT, 
provide a simple, efficient, and standardized means for a CS to 
manage and track its indicators and to report on project status from 
year to year (see box 2). The IPTT also outlines exactly what the PVO 
is expected to achieve in exchange for a specified amount of funding 
or food commodities. 


Comparative project supervision: ▪  The same standardized tracking 
tables facilitate comparisons between projects in terms of both their 
impact and the speed of their activities. 


Local and national partner coordination (to in-country partners): ▪  By 
standardizing inter-annual and inter-project comparisons, tracking 
tables facilitate annual reporting to host governments, as well as to 
local and national partners. 


Vertical reporting and accountability: ▪  The same tracking tables help 
USAID/FFP consolidate information on standard indicators that they 
use to report on global accomplishments of the Title II program to the 
U.S. Congress. This accurate, timely, and comprehensive reporting on 
core indicators is essential to the continuation of development project 
funding through justification, at the congressional level, of past 
investments of resources.


Contributing to the overarching paradigm on food security and  ▪
development initiatives: The M&E information on Title II projects, 
including IPTT data, contributes to ongoing development debates in 
USAID and the wider donor community involved in food aid.


The bottom line is that staff need to understand that one of the most effective 
ways of getting more project funding and resources is to be able to articulate 
clearly a project’s successes and impacts.


Box 2. IPTT’s Role in Facilitating USAID/FFP Supervision


The IPTT’s critical importance in facilitating USAID/FFP supervision was brought 
home by a pre-evaluation mission of an Africare project in Burkina Faso. In preparation 
for the supervision mission, the team developed a pre-supervision briefing book that 
could also be used to orient the mid-term evaluation, which was scheduled to occur 
relatively soon after the supervision mission. The supervision document included an 
updated IPTT and five chapters of text: an introduction to the exercise; a description of 
the project management structure; and three chapters that explained the project’s status 
with regard to activities and impacts under each strategic objective. The written text 
was about 100 pages. The supervision mission included both a senior USAID/FFP officer 
and a USAID Foreign Service National officer from the West Africa regional office, then 
based in Bamako. 


The team was shocked when the two supervisors focused almost all their attention 
on the IPTT—not the written text. Rather than read the text, the supervisors ran their 
fingers up and down the IPTT column that listed percentage achievements against 
targets prior to and in conjunction with each of the sub-team’s presentations. It was clear 
that the supervisors found it useful for quickly obtaining a sense of project progress.


Source: Pre-evaluation Planning to the Africare Zondoma Food Security Initiative 2001.
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The first step addresses 


a common problem 


among field teams 


and regional and 
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staff, namely, their 
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Title II guidance on 
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USAID indicators, and 
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Developing the IPTT


Step 1: Clarify Donor and PVO Guidance 


The first step addresses a common problem among field teams and regional 
and headquarters M&E staff, namely, their lack of familiarity with Title II 
guidance on the IPTT, standard USAID indicators, and indicators. To address 
this challenge, project staff should prepare a Project M&E Briefing Book—a 
three-ring notebook or folder.5 To facilitate future reference, the Project M&E 
Briefing Book should be filed with other critical references associated with the 
project design, including the following:


USAID/FFP Title II MYAP guidance on IPTT format1. 


FANTA project indicator guidance and lists2. 


Cooperating-sponsor-specific guidance, standard indicators, and 3. 
examples of IPTT good practices.


USAID/FFP IPTT Guidance: As part of the annual update of official guidance 
for Title II proposal development, USAID/FFP provides a sample IPTT table 
that they request all Title II CSs to use in grant applications and reports (see 
table 2, above). This guidance cross-references the CSs to annex A of the 
USAID/FFP MYAP guidance. Section F of this annex contains more detailed 
information on standard indicators that is updated annually. Make sure to use 
the most recent guidance from USAID/FFP MYAP.


FANTA Project Indicator Guidance and Lists: An extensive literature exists 
on indicators for different subcomponents of Title II food security programs 
and measurement methods; it is available on the FANTA Web site (see annex 
II). Currently, the minimum indicator requirements for new Title II proposals 
are as follows:6


The standardized indicator for food utilization (“percentage of  ▪
children underweight”) and, whenever possible, the previous 
standardized indicator for food utilization (“percentage of children 
stunted”)


5 The briefing book would complement the project’s M&E Operating Manual (Stetson et al. 
2007) or its equivalent.


6 If the PVO does not include one of these indicators—either because they do not support 
activities in health and nutrition or food access or because that program subcomponent is 
starting later than the others—it is wise to explain this in a cover note and to maintain a 
copy of the correspondence that authorizes them not to include the indicators for future 
reference during evaluations and USAID supervisions.
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Many PVOs advocate 


a design process 


that identifies critical 


indicators for each of the 


core project functions.


Developing the IPTT


At least one of the standardized indicators for food access (“months   ▪
of adequate food provisioning” or “household dietary diversity 
score”)


Adoption of the recommended FANTA guidance for each of the  ▪
indicators.7  


FANTA’s recently issued standardized annual reporting questionnaire 
(August 31, 2006) shows how PVOs are expected to transmit information  
for these standardized indicators to USAID for their annual reports  
(see annex VII). 


CS-specific Guidance, Standard Indicators, and Examples of IPTT “Good 
Practice”: Many Title II programs have developed, or are in the process of 
developing, a core group of CS-specific indicators with internal guidance 
to help teams collect and analyze data in a standard manner. Project design 
teams need to communicate with their HQ about which indicators are 
recommended for particular food security sub-components. It is also a good 
idea to ask the HQ office to identify several examples of IPTTs that they 
consider examples of good practice for their programs. These good practice 
IPTTs will help the design team better understand how past projects have 
incorporated the recommended indicators into their IPTTs.


Catalog Guidance and Communication: Staff involved in designing a project 
may not be around to train project staff. It is useful, therefore, to save the 
key documents that fed into the design of the IPTT and project M&E system. 
Access to these documents will be helpful in training staff to use M&E data to 
improve program management and impact.


Step 2: Develop a Draft IPTT for the Proposal 


The results of step 2 will be, as follows:


A draft IPTT that follows the donor’s recommended format ▪ 8


An appropriate set of monitoring and impact indicators ▪


A simple IPTT Indicator Methodology Table ▪ 9 or IPTT Measurement 
Methods/Data Sources Worksheet10 that summarizes the methodology 
and will be used to measure each indicator and who will collect the 
data and when (see annex IV for a sample format), even if the donor 
does not require one.


7 The use of FANTA guidance is necessary to ensure comparability between programs.


8 For grants that do not have a recommended IPTT format, the USAID/FFP model is a 
good prototype. Any CS working in Title II needs to refer to the most current guidance 
for the specific type of grant (e.g., MYAP, Child Survival, and so on) for which they are 
applying.


9 This term is used by Mercy Corps (Mercy Corps 2005, appendix C).


10 This term is used by CRS for the same table (Stetson, Sharrock, and Hahn 2004, pp. 
138–40).







IPTT Guidelines  •  14


Developing the IPTT


Many PVOs advocate a design process that identifies critical indicators for 
each of the core project functions. One of the best examples of this is the CRS 
ProPack (Stetson, Sharrock and Hahn 2004: chapter IV). Several PVO M&E 
guides provide basic guidance on choosing the right number of indicators (see 
box 3, below). This guidance focuses on the M&E system as a whole, however, 
not the IPTT.


Even if an indicator is being tracked by the project M&E system, it may not 
need to be included in the official IPTT that is reported annually to USAID/
FFP. Project staff are advised to select a smaller number of indicators that 
should include:


Essential indicators to track project achievements, and ▪


FANTA standard indicators (identified in step 1) that are relevant to  ▪
the proposed project activities.


Including too many indicators in an IPTT can completely destroy its value-
added benefit as a reporting and management tool. On the other hand, 
including too few indicators may leave a project vulnerable if one indicator 
proves difficult to measure or a program sub-component is dropped. 
Examining examples of good practice is helpful in this regard. When in 
doubt, use the “necessary and sufficient” rule to determine what a project 
will monitor in its official IPTT.11 What is important is the link between the 
indicators and the project’s design (see box 3). 


It is best if the initial preparation of a draft list of indicators is done by the 
M&E specialist on the design team in collaboration with the design or project 
manager. Projects (or consortia) that try to involve the entire team from the 
start usually end up with a long unmanageable list of indicators. Once the 
initial draft is prepared, however, the entire design team should help fine 
tune the indicators and establish targets. The PVO’s HQ office should provide 
active technical oversight to ensure that the IPTT is comparative with other 
programs and complies with the most current guidance. 


Develop a draft IPTT structure (without baseline or target values): The M&E 
specialist working with the design team or project manager should prepare 
the draft IPTT structure based on the design team’s recommendations and 
informed by 


Input from senior technical advisors on the design team ▪


Knowledge of the recommended industry standards for indicators  ▪
(see step 1, above) 


Best or good practice examples from other Title II projects executed by  ▪
the PVO.


11 Too many indicators will also have a negative impact on the M&E system as a whole, so 
this comment applies more generally as well as just to the IPTT element of the system.
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Developing the IPTT


Box 3. Advice for Determining an Appropriate Number  
of Indicators


…the project first mobilizes a set of inputs (human and financial resources, 
equipment, etc.), which it submits to processes (training sessions, infrastructure 
building) that generate outputs (e.g., number of people trained; kilometers of 
road built). Outputs in turn translate into outcomes (e.g., increased knowledge; 
improved practices) at the beneficiary level—outcomes which, once spread 
to the rest of the population, result in population-level impacts (reduced 
malnutrition; improved incomes; improved yields; etc.). The M&E system 
must reflect this sequence closely, using verifiable indicators. In addition, the 
M&E system should track external factors such as rainfall, policies, and market 
prices in order to warn against, and mitigate the possible negative influence of 
such factors on local conditions. Having data on such external data will also 
help put the project into context when explaining results….Such a framework, 
while simple, provides a powerful means not only to assess progress, but also 
to detect performance bottlenecks and to indicate where to look when obstacles 
are discovered (Bergeron, Deitchler, Bilinsky, and Swindale 2006, pp. 1–2).


To avoid a long laundry list of indicators (for the project M&E Plan) that are not 
relevant, go back to the four questions outlined in “What We Really Need to 
Know—Utilization-Focused M&E:


What does the project manager need to know in order to judge that the project is  ▪
on its way to achieving (or has achieved) its objectives;
What will other stakeholders need to know and why; ▪
When do the different stakeholders require the data; ▪
What is the most cost-efficient method for collecting and analyzing what we really  ▪
need to know?” (Stetson, Sharrock, and Hahn 2004, pp. 118, 135). 


Choosing the right objectives and indicators can be difficult. First, we don’t 
want too many (because measuring them takes time, money, and other 
resources). However, we don’t want to have so few that we can’t really tell if 
we’ve made any progress or not. For each possible indicator, think about how 
difficult it will be to gather the info and whether the level of difficulty (and 
expense) is justified by the importance of the data. Our intention is to have an 
“elegant” M&E system that collects enough data to meet our needs, but that 
does not waste time collecting unnecessary information (Mercy Corps 2005,  
pp. 20).


To facilitate the staff’s comprehension of the IPTT and the IPTT’s importance 
in project reporting, the first draft should follow the donor-recommended 
format. Even grant categories that do not require an official IPTT can benefit 
from the USAID/FFP-endorsed IPTT format (see table 2). 


Prepare a draft IPTT Indicator Methodology Table or IPTT Measurement 
Methods/Data Sources Worksheet:12 The team should prepare a draft IPTT 
Indicator Methodology Table (or IPTT Measurement Methods/Data Sources 
Worksheet) that describes the project plan for how each indicator will be 
measured. A prototype table is attached (annex IV). Many PVO guides 
include extensive tips on selecting measurement methods and data sources 
and identifying critical assumptions that can be used to train design teams 


12 This activity usually occurs as part of preparing the project M&E Plan during the first 
project year.
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Developing the IPTT


Tools & resources


annotated list of references, 
Guides and Further readings


CrS Measurement Methods/ 
Data Sources Worksheet


USaID/FFP Standardized 
reporting Questionnaire


in preparation of an IPTT Indicator Methodology Table. This table is often 
included in the proposal annex and referred to in the portion of the proposal 
text that summarizes the proposed project’s M&E Plan. Although the project 
M&E Plan includes an IPTT, it is much wider in scope. As such, it is the object 
of a separate module in this series as well as numerous other more specialized 
PVO and FANTA documents.


Organize a full internal and external review: Once the draft list of indicators 
is developed by the design team manager and M&E specialist, the full design 
team and HQ staff need to review the draft M&E Plan, IPTT, and IPTT 
Indicator Methodology Table. For this review to be informed, the design team 
needs to explain why they recommended certain indicators over others. To 
facilitate this process, the design team can suggest that each technical team 
use the Measurement Methods/Data Sources Worksheet that CRS developed 
as part of its ProPack planning process (see annex IV).


Estimate baseline measures and targets: Most donors do not expect the PVO 
to conduct extensive baseline research to obtain precise baseline figures for the 
proposal. However, it is important to provide baseline and target estimates for 
the project indicators in the proposal. These estimates are usually based on:


Assessments conducted during project design; and ▪


Data collected on another project in a similar context to the proposed  ▪
area of intervention or from another source (e.g., government 
records).


Most donors do not require the PVO to list the basis upon which IPTT 
estimates were made. For internal purposes, however, it is always wise to 
indicate these sources with a footnote or endnote on the official IPTT that 
is submitted with the proposal. This information then becomes part of the 
official record. If the project is funded, a baseline survey is required to gather 
more precise baseline measurements.


Contract negotiation: It is not uncommon for donors to review and propose 
revised indicators in the IPTT. The final set of indicators is usually a carefully 
negotiated compromise that meets the needs of all responsible parties. 
This may include the USAID/FFP office, the supervising USAID country or 
regional office, the international PVO CS executing the project, and partners 
with whom the PVO is collaborating. The aim is to reach agreement that the 
proposed indicators and their measurement methods adequately and fairly 
measure the impacts that are anticipated. 
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One of the best ways to 


avoid some of the most 


common problems with 


baseline surveys is  


to develop a very 


detailed SOW.


Developing the IPTT


Step 3: Revise the IPTT after Completing the 
Baseline Survey


Once the project is officially launched, project staff will be able to conduct a 
quantitative baseline survey, which should provide a more accurate picture 
of the baseline situation than was outlined by the measures provided in the 
proposal IPTT. 


The results of step 3 should be, as follows:


A revised IPTT  ▪


A revised IPTT Indicator Methodology Table (see  ▪ annex III)


A revised M&E Plan for collecting the information needed to update  ▪
the IPTT as well as the project’s other internal indicators and reporting 
requirements.


Both the revised IPTT and M&E Plan (including the revised IPTT Indicator 
Methodology Table) should be submitted to USAID/FFP at the end of the first 
fiscal year (FY01).


Develop a detailed scope of work (SOW): One of the best ways to avoid 
some of the most common problems with baseline surveys is to develop a 
very detailed SOW. Since most PVOs prepare multiple proposals in the same 
category each year, the supervising PVO should develop certain economies of 
scale in developing SOWs that:


Identify the most appropriate FANTA references for sampling  ▪
guidance


Include an IPTT at baseline  ▪


Clearly explain to consultants and staff the survey’s role in providing  ▪
baseline measurements for the impact indicators.


Revise the M&E Plan: Once the baseline survey is completed, the project 
needs to revise the draft M&E Plan that was submitted with the original 
proposal. The revised M&E Plan should include an IPTT indicator 
methodology table (see annex III). Often at this stage staff develop an overly 
detailed M&E Plan that fails to clarify linkages to the IPTT. The opposite 
extreme is to develop a very vague M&E Plan that makes it difficult for new 
staff to understand how a particular indicator is calculated. To avoid these 
problems, take the following steps:


Develop a simple M&E Plan focused on the IPTT: ▪  During the first 
year the M&E Plan should focus on:


Collecting data that the project needs for the IPTT ▫


Collecting data on any internal indicators that the project chooses  ▫
to track beyond the IPTT.
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It is important to 


distribute copies of the 


annual update of the 


CSR2 and IPTT to project 


staff and local partners.


Developing the IPTT


Ensure key staff and partners understand the link between the M&E  ▪
Plan and IPTT: All technical staff, and field staff, when appropriate, 
and partners need to be familiar with the updated M&E Plan 
(including the IPTT Indicator Methodology Table and Measurement 
Methods/Data Sources Worksheet) and its linkage to basic guidance 
on the IPTT. 


Step 4: Update the IPTT for Annual Reporting 


Each year, the USAID/FFP office issues a revised guidance for the annual 
results report of funded CSs (CSR2). In practice, this guidance does not 
change very much from year to year. The basic guidance always asks for a 
succinct explanation of a project’s results to date that is cross-referenced to the 
IPTT. The basic guidance also specifies section headings and basic tables that 
must be included. In recent years, the guidance has also recommended that 
CSs consider inserting text boxes that illustrate success or learning stories, or 
special challenges (see the ShortCuts entitled Writing Human Interest Stories for 
M&E, and the Success and Learning Stories and Human Interest Stories modules 
for more information). Although not formally written in the guidance, various 
regional FFP officers have recommended that projects also consider adding 
annexes that provide more detailed information on various project sub-
components. 


A common problem is that project staff or PVO administrators—and 
headquarters-based staff who oversee the broader programs—may not be 
familiar with the standard format that USAID/FFP requests that projects 
use for annual reporting. This format is described in the MYAP guidance 
and only alluded to in most cases in the annual report guidance. When this 
happens it often results in creative reinventions of the IPTT format (e.g., by 
adding/deleting lines and changing headers) and figures (e.g., by changing the 
way certain percentages are calculated) in ways that can make it difficult to 
compare a project’s IPTT figures between years. 


An associated problem can be that the reporting process is overly centralized. 
Commonly, project administrators or project M&E specialists in the capital 
city will ask field staff to submit data that they need for specific indicators 
and then write the report themselves. This makes it virtually impossible for 
project staff to understand the full set of indicators being tracked and how this 
information can be used to orient project activities.


Finally, it is important to distribute copies of the annual update of the CSR2 
and IPTT to project staff and local partners. This direction of communication 
is critical in building the capacity of project staff and local partners to use 
M&E as a reporting and management tool. 
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Developing the IPTT


Prepare guidance for CSR2 report writing: Prepare a simple user-friendly 
explanation of the format that the head PVO office expects project staff to use 
in preparing their annual CSR2 reports. This should be based on the annual 
guidance from USAID/FFP. Ideally, the user-friendly guidance should be in 
the local language.


Draft the CSR2 report and updated IPTT in local language: Encourage field 
staff to write the initial draft report and updated IPTT for the report in their 
local language, following the user-friendly guidance.


Finalize the report: HQ staff draft the CSR2 into English and edit it to 
conform with the USAID/FFP-endorsed format and submit it to USAID/FFP.


Redistribute the final CSR2 report to project staff and partners in the field: 
One of the best ways of helping staff understand the IPTT’s importance is for 
the PVO HQ offices to disseminate the final approved copy of these reports 
to the field offices. Even if English is not the working language of the field 
program, it is good for staff and partners to see the text portion (minus the 
financial tables) of the official English version.13 


Use M&E data to make management decisions: Providing the final CSR2 
report to project staff and partners in the field is critical. It provides them with 
an opportunity to review their M&E data and discuss what programmatic 
changes need to be made to improve results.


Step 5: Revise the IPTT during and after the 
Mid-term Evaluation


The USAID/FFP office no longer requires quantitative mid-term surveys for 
either three or five year projects; it does, however, still require an external 
mid-term evaluation to assess the project’s results. Many projects still conduct 
a mid-term survey to have an independent measurement of key mid-term 
indicators. 


A critical assessment of the IPTT—as well as the impact and monitoring 
indicators and targets presented within—is one of the central functions of any 
Title II mid-term evaluation. A mid-term survey should also explain reasons 
for over- or under-achievement of major targets. Based on this analysis, 
revised targets can be proposed and the project can add or delete certain 
indicators based on their performance during the first two years.


13 When a project has more than one site, reported figures in the IPTT will often be 
an “average” based on figures from different sites. Staff need to see the final report to 
understand how M&E data is being used and how their data fed into the report and the 
M&E system.
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Developing the IPTT


The mid-term evaluation should relate project achievements in producing 
outputs (e.g., training resources, technical assistance, and capacity) to likely 
successes regarding the project’s higher intended results as described in the 
IPTT. By doing this, project staff can more clearly see the link between the 
project’s ultimate impact and their day-to-day activities. 


The following guidelines can be used to revise the IPTT during the mid-term 
evaluation:


Use the IPTT format as a model for mid-term evaluation structure: ▪  
Formally structure evaluation chapters so they follow the IPTT.


Explicitly focus part of the mid-term evaluation on M&E:  ▪ Complete 
an in-depth review of: 


Indicators and indicator data collection methods  ▫


The likelihood of achieving indicator targets and if these targets  ▫
need to be revised up or down.


Document use of previous IPTT: ▪  Include the most recently updated 
version of the IPTT upon which the mid-term evaluation was based.


Include a draft of revised IPTT with proposed changes: ▪  Attach a 
draft version of the revised IPTT that includes revisions (suggested by 
the evaluator) for reformulating any of the indicators14 or targets.15 


The final version of the mid-term evaluation is usually submitted by the Title 
II FFP administrative office in the PVO headquarters with a cover memo 
summarizing the principal findings (regarding impact or likelihood of impact) 
and any recommendations for revising indicators or targets. USAID’s official 
acknowledgement of the mid-term evaluation will usually include some sort 
of written agreement to any proposed changes to the IPTT that are outlined in 
the cover memo that accompanies the submission.


The third and fourth fiscal year reports to USAID/FFP are distinguished by the 
fact that they are expected to:


Document how the project is following up on recommendations from  ▪
the mid-term evaluation report (in section B of the CSR2 guidance, 
which USAID/FFP updates regularly) 


Include a revised IPTT as part of the third fiscal year CSR2 (FY03  ▪
CSR2).


14 Modifying indicators does affect a project’s ability to track changes over time, but this 
option does exist. The changes need to be documented and included in the IPTT. All 
indicator changes require FFP approval; FFP need to be notified of changes in targets.


15 The mid-term evaluation team is not required to revise the IPTT. A revised IPTT could be 
created for the third year fiscal report based on the team’s recommendations. Given the high 
participation levels in a mid-term evaluation, it is not uncommon for the team to present 
an alternative IPTT model as one of the evaluation’s outputs. However, since this is not 
required, it might even be negatively perceived by some Title II teams and PVOs.







IPTT Guidelines  •  21


In the final evaluation, 


the focus is on  


project impact.


Two of the most common problems that can occur with the FY03 and FY04 
CSR2 reports are that they:


Do not mention what, if any, follow-up has been done to address 1. 
issues raised during the mid-term evaluation (including those directly 
related to the IPTT) 


Do not document when and why changes were made in the IPTT after 2. 
the mid-term evaluation. 


The lack of documentation makes it difficult for future staff (who may not 
have been present at the time of the mid-term evaluation) to understand why 
a particular change was made.


The following guidelines can be used to update the IPTT after mid-term 
evaluation:


Document the mid-term evaluation recommendations and  ▪
resulting project figures: Create a simple two-column table that lists 
major recommendations from the mid-term evaluation, including 
recommendations for revisions related to the IPTT. This should be 
included in both the FY03 and FY04 CSR2s. 


Finalize the IPTT revisions based on the mid-term evaluation  ▪
recommendations: Based on the mid-term recommendations that 
were accepted by the team, develop a revised IPTT with footnotes 
that explain when and why changes were made. The footnotes are not 
required, but are useful. Hopefully, these changes will be minimal. If 
changes are needed, however, it is better to make them at mid-term 
so that both the mid-term and final evaluation can take them into 
account. The cover letter that accompanies the FY03 CSR2 to USAID/
FFP should briefly explain recommended changes to project targets 
and indicators. Under normal circumstances no additional changes 
should be made to the IPTT after the mid-term recommendations 
are incorporated into the FY03 CSR2. If changes are made to the 
indicators (but not to the targets), the project must make an official 
request to USAID/FFP to approve the changes and they must also 
receive written consent that the changes have been accepted.


A careful review of any FY03 CSR2 and IPTT changes by your  ▪
project manager and CS national office before submission to 
USAID/FFP: It is very important that HQ staff consult with project 
staff before making changes to the IPTT to avoid making changes that 
reduce the IPTT’s comparability between years.


Step 6: Update the Final IPTT following the 
Endline Survey and the Final Evaluation


Like the mid-term evaluation, the final evaluation is expected to use the IPTT 
as its point of departure. Most final evaluations include the original IPTT 
(from the proposal or M&E Plan) and the updated version of the IPTT (with 


Developing the IPTT
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Tools & resources


annotated list of references, 
Guides and Further readings


Sample IPTT Indicator 
Methodology Table


changes based on the mid-term evaluation).16 While the mid-term evaluation 
conducts a comprehensive review of specific project indicators with the intent 
of making recommendations for how project performance and impact can 
be improved, in a final evaluation the focus is on project impact. The IPTT’s 
impact indicators are thus the main focus of attention.


A common problem often discovered at this stage is that the FANTA-endorsed 
statistical tools for sample size selection were not used for the baseline 
survey (see step 3, above, regarding the importance of developing a detailed 
SOW). This makes it difficult to draw useful, accurate, and statistically sound 
conclusions about the project impact. If the mid-term evaluation did not 
include a thorough review of the IPTT, the final survey team may find other 
problems with the way specific impact indicators were calculated. At this 
stage, the evaluation team has to do their best to be comparative and—when 
information is missing from the IPTT—to explain the situation in a footnote.


By the end of a project, most staff should be familiar with the critical guidance 
on Title II project design, monitoring, and evaluation (some of which is 
discussed in annex II). However, it may be that many of the most experienced 
staff have departed. As a result, it is not uncommon for a PVO to be faced 
with repeating the same basic staff training in IPTT-related topics.


The following guidelines can be used to update the IPTT after the endline 
survey and final evaluation:


Include information on sampling guidance, linkages to the IPTT,  ▪
and a suggested table of contents in the SOW for the final survey: 
Include a table of contents for the final survey report in the SOW that 
focuses on project achievements (i.e., over- or under-achievement as 
measured by indicators in the IPTT). FANTA guidance recommends 
developing a table of contents that reflects the IPTT. 


Update the IPTT during the pre-evaluation preparation: ▪  Conduct a 
careful pre-evaluation preparation process that includes updating the 
IPTT with data collected from the final quantitative survey. If there 
were issues with some of the previous IPTTs (e.g., targets that were 
changed inappropriately or dropped indicators), it is best to resolve 
them out at this stage.17


16 In the section that discusses project M&E, it is useful to include the original and final 
IPTT and to explain major revisions that occurred over the project lifetime and why 
they occurred.  Filed records of both IPTT versions and USAID/FFP’s responses to CSR2 
submissions can help future staff and evaluators better understand IPTT changes.


17 The essential task at hand is usually to correct the format, try to determine when the 
targets or reported figures were changed, determine whether these changes were deliberate 
or unintentional, and calculate the correct figures. If the correct figures were not submitted 
on the most recent version of the IPTT to the USAID/FFP office, then this should be 
explained in a footnote.
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When in doubt during 


the project design, 


request examples of best 


or good practice from 


your FFP HQ office and/


or the FANTA Project.


Summary Rules of Thumb


This section presents a summary of commonly accepted rules of thumb or 
guidance regarding IPTT development, modification, and use.


Borrow from others: ▪  When in doubt during the project design, 
request examples of best or good practice from your FFP HQ office 
and/or the FANTA Project. Although the FANTA Project is specific 
to Title II, there are similar types of technical support units for other 
grant categories.


Compare your indicators with similar ones: ▪  Use standard indicators 
whenever possible because they will:


Save time  ▫


Work with a specific project methodology ▫


Add legitimacy or objectivity to the monitoring results ▫


Allow the results to be aggregated with (or compared to) other  ▫
projects working toward a common goal and using shared 
indicators (Mercy Corps 2005, p. 22).


Take advantage of expert help, especially from the FANTA Project: ▪  


Conduct a thorough review of the most current postings on the  ▫
FANTA Web site


Communicate questions with FANTA via email before setting up  ▫
a telephone call


Formally document any email and telephone communication  ▫
with FANTA to make sure that the major points are captured


File this information plus any additional input that received from  ▫
FANTA in a secure project M&E file. 


What  ▪ not to put in a proposal: 


IPTTs that do not have estimated baseline measurements or  ▫
targets or clear strategies for measuring any indicator marked 
“TBD” (to be determined) in an M&E Plan


IPTTs that do not follow the recommended Title II format. ▫


IPTTs that do not include any of the FANTA core indicators. ▫


IPTTs that do not include footnotes that explain atypical data (i.e.,  ▫
zero in a baseline column).


What  ▪ not to put in an annual CSR2 report:


An IPTT that does not follow the standard format ▫


Figures in the text that do not match the figures reported in the  ▫
IPTT
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Summary Rules of Thumb


Any IPTT submitted in years three through five that does not  ▫
include footnotes explaining how targets and indicators were 
modified based on results of mid-term evaluation


An IPTT where most indicators are routinely achieving over 100  ▫
percent of their targets


Large numbers of indicators have measures of zero or less than 50  ▫
percent of target.


What to include in a mid-term or final evaluation:  ▪


The local PVO partners’ and the project technical staff’s roles in  ▫
the project’s IPTT and their understanding of its content and role


Supervisors responsible for a technical sector who have calculated  ▫
their own impact or monitoring indicators and can explain (and 
document) methods that were used to calculate these indicators


Staff locating in their project documentation center final versions  ▫
of CSR2 annual reports (including the official IPTT) that were 
submitted to USAID/FFP


Communication between the project M&E staff and management  ▫
and the FANTA Project about which FANTA publications are 
relevant to the project IPTT


The IPTT format or figures shifting between years with footnotes  ▫
that explain these shifts.


Changing targets in an IPTT ▪


Conventional wisdom (i.e., not official policy) is that any IPTT  ▫
in which 75 percent or more of the indicators have achieved 
75 percent or more of their targets for that year is generally 
considered a success. 


If a project is consistently over 100 percent in achieving its targets,  ▫
the remaining targets should be revised upward during the mid-
term. The fact that targets are revised upward should be noted in 
a footnote on the official IPTT submitted with the annual report to 
USAID to avoid confusion at a later date.


Underperformance on one project sub-component or achievement  ▫
of a particular intermediate result (IR) that is measured by a 
monitoring or impact indicator is generally accepted by donors if 
steps are taken to remedy the situation; hiding this information 
by deleting an indicator, doctoring data, or not discussing it in the 
text is not acceptable. 


If a target is no longer realistic, USAID will almost always  ▫
authorize reasonable changes in the formulation of indicators 
or targets if the revision appears justified and the PVO requests 
permission for the change.
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Annex I.B.  
Summary of What to Do and What to Try to Avoid  
for IPTT Use and Management


Activity/Topic What to Do What to Try to Avoid


IPTT Layout and Design
Industry standards and guidance 
for IPTT indicators


Identify and archive basic guidance for 
different food security sub-components


Develop an IPTT without consulting 
guidance


Fail to keep copies of guidance used
Updated guidance Check with your HQ office Assume that you know everything
IPTT column format Use the recommended format and avoid 


making “creative” changes
Make “creative” changes because they 
“look better”


IPTT indicator numbering Develop a clear system of numbering 
indicators for all CS indicator tracking 
tables or at least for the project, that reflect 
their connection with particular strategic 
objectives 18


List indicators as Impact Indicator 1, 
Impact Indicator 2, etc., because it will 
not be clear which indicators go with 
which strategic objectives in the IPTT


IPTT figures for “original” and 
“new” villages or different project 
sites


List information on different categories 
of villages in a project—x for example 
“original” or “new”— on different line


Merging recorded achievements from 
both sites in the tracking table can mask 
achievements at one site and problems 
at another. If USAID/FFP wants a single 
“average” figure (and this seems reasonable) 
it can be calculated later.


Calculate a single indicator average in 
the IPTT for “all” villages if there are 
pronounced differences in the length of 
intervention (e.g., original vs. new) or 
other characteristics that would call for 
stratification of the sample


Standard USAID/FFP indicators 
that exist at the time of the design


Include any of the standard indicators 
created and recommended by FANTA 
when appropriate to increase comparability 
between your results and those of other 
projects


Fail to include the standard indicators 
for which FANTA has developed special 
guidance or various FANTA-endorsed 
indicators, such as World Health 
Organization (WHO) indicators, that 
are cross-referenced on its Web page


Standard USAID/FFP indicators 
that are introduced after the first 
year of the project


Discuss the feasibility of tracking these 
indicators with your HQ FFP office, but do 
not consider adding them to your official 
tracking table unless you are able to develop 
baseline measurements retroactively


Add the new indicators to the official 
tracking table without thinking 
carefully about the consequences (both 
good and bad)


Local embassy and USAID requests 
to include some of the indicators 
they must track in the IPTT


Offer to provide information from the 
project M&E system if this is not too difficult


Revise the official IPTT to include 
request indicators or information 
(which often varies annually)


Baseline measurements in draft 
IPTT submitted with a proposal


Attempt to estimate baseline measurements 
based on data collection during the needs 
assessment missions and any published 
reports on the area and, if possible, 
document the source of this information


Put TBD (To Be Determined) or zero


18 Alternative one: One alternative is to number all the impact indicators for the first strategic objective as Impact Indicator 1.1, 
1.2, etc.  Then number all the monitoring indicators separately as Monitoring Indicator 1.1, 1.2, etc. If this system is followed then 
the impact indicators under the second strategic objective would be numbered Impact Indicator 2.1, 2.2, etc. and the Monitoring 
Indicators 2.1, 2.2, etc. One advantage of this numbering system is that it creates more flexibility for adding and subtracting indicators 
after the mid-term.  
Alternative two: Another useful system is to include the number of the indicator in the number of the impact indicators (Impact 
Indicator 1.1, 1.2, 1.3, etc.) and to include both the number of the strategic objective and the IR in the number of the monitoring 
indicators (Monitoring Indicator 1.1.1, 1.1.2, 1.1.3, etc.).
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Annex I.B. Summary of What to Do and What to Try to Avoid for IPTT Use and Management


Activity/Topic What to Do What to Try to Avoid


Baseline Survey Used to Measure Baseline IPTT Indicators
Baseline, mid-term, or final surveys Insist that information about basic guidance 


as well as a copy of the IPTT be included in 
any SOW


Assume that field teams or consultants 
are aware of the most up-to-date 
guidance or “best practices”


Baseline measurements of impact 
indicators in the IPTT


Make clear reference in the text to baseline 
measures of IPTT indicators in the text and 
how they were calculated.


Any IPTT impact indicator that is not 
included in the baseline survey should be 
discussed in the baseline survey and cross-
referenced to a report that summarizes the 
methodology proposed (or used) to measure 
this indicator.19 


Exclude mention of key impact 
indicators from baseline so that teams 
conducting the final survey don’t 
understand how and when baseline 
measurements were conducted.


M&E Plan
M&E Plan Develop a concise M&E Plan in which 


a clear priority is attached to the data 
collection and analysis included in the IPTT


Develop an overly detailed M&E Plan 
with lots of forms without a clear link to 
the IPTT


M&E Plan Redistribute the M&E Plan (once it is 
adopted) and the revised Indicator Plan to 
all staff and update that regularly.


M&E Plan is kept on a shelf, not 
revised and not consulted by project 
staff. If you do consult it, few technical 
specialists collect and analyze the data 
needed to measure indicators that are 
used to track impact of the project sub-
components that they supervise.


Indicator Plan Update and revise the Indicator Plan that 
was submitted with the proposal and ensure 
that all field and technical staff are familiar 
with it.


Continue to use the Indicator Plan 
from the proposal without taking into 
account some of the recommended 
changes in indicator methods


Annual IPTT Update and Revision
IPTT indicator targets Check the previous official IPTT submitted 


to USAID/FFP to make sure that there were 
no errors in the reported targets; if there 
were errors, correct these and explain what 
happened in a footnote.


Failure to correct targets for indicators 
in the IPTT except at the three accepted 
time periods (during the proposal 
negotiations, during the first year M&E 
Plan, and after the mid-term)


Authorization for revisions to the 
IPTT


Write a cover letter explaining any changes 
made to phrasing of indicators or targets 
and record USAID/FFP office’s official 
response to this


Make changes in formulation of 
indicators or targets without requesting 
USAID/FFP HQ or regional office’s 
written authorization


Footnotes or End notes Use footnotes to explain any IPTT changes 
or any information that is not self-evident


Assume that “nobody likes footnotes”  
and that footnotes can always be 
deleted


Data collection and analysis 
methodology for indicators in the 
IPTT


Ensure that each technical supervisor on a 
Title II project has sufficient training and 
guidance to collect and analyze data needed 
to track indicators used to monitor her/his 
program subcomponent 


Centralize all knowledge of indicators 
and how they should be measured with 
the project M&E specialist


Data collection forms Use a printed form for collection and 
analysis of data needed to measure IPTT 
indicators as a means of standardizing data 
collection between sites and over time


Rely on extension agents sending in 
relevant information based on their 
extension notes


19 This occurs most often when the baseline measurement is conducted during a PRA exercise during the first project year and not 
during the quantitative baseline survey. Teams sometimes forget to archive the results of the baseline PRA exercise and this can create 
problems when the results must be compared.
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Annex I.B. Summary of What to Do and What to Try to Avoid for IPTT Use and Management


Activity/Topic What to Do What to Try to Avoid


Report Submission
Table of Contents Develop a standard table of contents for 


reporting that follows the IPTT logic 
Develop a table of contents that focuses 
on project inputs (e.g., training and 
technical assistance), rather than the 
IPTT results


Staff participation in reporting Ensure that technical supervisors 
understand CSR2 reporting guidance and 
provide draft sections to project director 
that describe reasons for achievement or 
underachievement of targets for indicators 
that relate to activities they supervise


Reporting is “supply” driven—i.e., 
supervisors understand why they are 
supplying information on the IPTT and how 
to use it in reporting.


Allow technical supervisors to provide 
information that project managers need 
to update the IPTT with very little real 
understanding of why this information 
is needed.


Reporting is thus “demand” driven—
i.e., supervisors only respond to specific 
demands for information.


Text boxes Encourage supervisors to submit text boxes 
and photos used to illustrate IPTT indicators 
or text surrounding them


Never use textboxes or photos in annual 
reports or evaluations


Annual reports to USAID/FFP Ensure that the project manager and the 
NGO national representative receive a 
final copy of the CSR2 and IPTT officially 
submitted to USAID and any response from 
USAID/FFP concerning this


Redistribute final English text (12 pages) and 
IPTT to supervisors so they understand link 
between IPTT and official reporting


Keep only draft copies in the field 
programs so that project managers, 
NGO representatives, and technical 
supervisors fail to see official version 
that is sent to USAID


Partnerships
Partner collaboration Share IPTT and indicator methods for entire 


project (not just a single site) with key local 
NGO and government partners.


Collect data from key local NGO and 
government partners for the IPTT 
without showing them how information 
they provided feeds into the project’s 
global M&E system


Supervision
Quality control of project IPTTs Compare the IPTT of any document with 


donor guidance and the previous IPTT 
submitted to USAID/FFP to see what, if any, 
major changes have occurred


If it is after the mid-term, also compare IPTT 
with the summary recommendations from 
the mid-term


Authorize transmission of an annual 
report or evaluation to USAID/
FFP without checking that the IPTT 
conforms to donors recommended 
format


Authorize transmission of an annual 
report or evaluation to USAID/FFP 
without comparing current CSR2 with 
previous one and, if it is after the mid-
term, with the summary results of the 
mid-term
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Annex II  
Annotated List of References, Guides and Further Readings 
for the Design, Use, and Management of a Title II Indicator 
Performance Tracking Table


Leah A.J. Cohen and Della E. McMillan


Introduction


The IPTT Guidelines: Guidelines and Tools for the Preparation and Use of Indicator Performance Tracking Tables module 
was developed as part of the Monitoring and Evaluation series produced by the American Red Cross and 
Catholic Relief Services. Many of the resources and guides that aid the design and use of IPTTs are continually 
updated due to ongoing research and refinement of the methods for monitoring and evaluating Title II food 
security programs. This annex has been produced as a stand-alone and living document. For this reason, readers’ 
suggestions for updating and improving the document are encouraged. Please send any comments or suggestions 
to m&efeedback@crs.org.


USAID (United States Agency for International Development) Web site


Food for Peace, “Food Aid and Food Security Policy Paper,” USAID, Washington, DC, February 1995. 1. 
Available at: http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fspolicy.htm;  
http://www.usaid.gov/policy/ads/200/foodsec/foodsec.pdf. 
 
This paper provides an overview of the international and domestic food security assistance climate. It 
is designed to be a general resource to guide private voluntary organizations (PVOs) and USAID field 
managers in implementing food aid and food security programs ultimately to reduce food insecurity. It 
presents a general discussion of the definition of food security, the causes of food insecurity, measures to 
improve food security, the role of food aid programs, and implications for the USAID food aid and food 
security policies. There is a focus on results specifically aligned with increasing agricultural productivity 
and improving household nutrition. It also outlines food aid management objectives in light of USAID’s 
new strategy.  
 
USAID calls for food aid and food security programs to be implemented in conjunction with 
complementary programs (e.g., other USAID/PVO, other donor, and recipient country programs) that 
focus maintaining and continuing to improve food security after these programs end. Title II funds 
are intended for programs that improve household nutrition and minimize the root causes of hunger. 
USAID encourages development of partnerships with other PVOs, NGOs, and the World Food Program. 
USAID also implements budgetary flexibility to improve responses to emergencies. Finally, food aid and 
food security programs should relate emergency and non-emergency food security issues by assisting 
vulnerable populations in dealing with recurrent threats to food security and facilitating their return to 
secure livelihoods. 



http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fspolicy.htm

http://www.usaid.gov/policy/ads/200/foodsec/foodsec.pdf
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Global Health, “Child Survival & Health Grants Program: Guidelines, Publications and Technical 2. 
Reference Materials,” USAID, Washington, DC, n.d. Available at:  
http://www.usaid.gov/our_work/global_health/home/Funding/cs_grants/guidelines.html. 
 
This Web site provides the main documents published by the Child Survival and Health Grants Program 
on Detailed Implementation Plan (see the link below), mid-term and final evaluations, annual reports, 
and various technical reference materials. The CORE Group was awarded a five-year contract in 2005 to 
manage this program for USAID. 


Food for Peace, Bureau for Democracy, Conflict and Humanitarian Assistance (DCHA), “Strategic Plan 3. 
2006-2010,” USAID, Washington, DC, May 2005. Available at: 
http://www.usaid.gov/our_work/humanitarian_assistance/ffp/ffp_strategy.2006_2010.pdf. 
 
The published PDF version of Strategic Plan 2006-2010 outlines the FFP/DCHA strategic plan as of May 
2005 and the political context in which it operates. The new FFP strategic objective for this period is “the 
reduction of food insecurity in vulnerable populations” (p. 23). The document outlines the global food 
security “theory” that all Title II programs are expected to address in the needs assessment section of 
their MYAP. USAID’s new focus on vulnerable populations and risk, as well as the creation of a single 
strategic objective to be applied to both emergency and nonemergency programs are the distinguishing 
features of this new policy period. 
 
This document includes, in annex V, “Performance Indicator Reference Sheets for Strategic Objectives,” 
which outlines the measures that USAID/FFP is using to assess progress towards the specific DCHA 
strategic objectives. CSs are asked to describe how the proposed program will help USAID/FFP achieve 
these objectives. The same section provides criteria for signifying maintenance and improvement. It also 
details the reasoning behind the selection of particular indicators, some of which are general enough for 
CSs to use in their tracking tables. 
 
This document states that a Performance Management Plan (PMP) will be developed within one year of 
approval of the strategic plan. The PMP outlines data on which FFP depends from their implementing 
partners. The PMP does not reflect all of the indicators on which FFP may be required to report under 
the Foreign Assistance Reform Framework. The indicator requirements for the Framework have not been 
finalized and distributed. Once they are, the FFP PMP and/or the Standardized Annual Performance 
Questionnaire (see Annex III, Tool 5 to the main report ) may need to be modified to incorporate new 
indicator requirements.


Food for Peace, “P.L. 480 Title II Program Policies and Proposal Guidelines,” USAID, Washington, DC, 4. 
October 2007. Available at:  
http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy08_final_guidelines.html. 
 
This document outlines the proposal process (submission and review), the types of Title II project 
activities, the timeline for submitting proposals, and proposal writing criteria (such as font size and page 
length). It provides specific guidance on developing the indicator measures and the tracking table in 
annex A (listed below). 



http://www.usaid.gov/our_work/global_health/home/Funding/cs_grants/guidelines.html

http://www.usaid.gov/our_work/humanitarian_assistance/ffp/ffp_strategy.2006_2010.pdf

http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy08_final_guidelines.html
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USAID/FFP. 2007. “USAID/FFP Food for Peace, Annex A: Multi-Year Assistance Program Proposal 5. 
Application Format,” P. L. 480 Title II Country/Cooperating Sponsor, USAID, Washington, DC, October 
2007. Available at:  
http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy08_final_guidelines.html. 
 
This annex to the P.L. 480 Title II Program Policies and Proposal Guidelines outlines the requisite sections 
of a MYAP proposal, including the four-page M&E section. The M&E section (section F, pp. 7-11) includes 
a description of the basic criteria for a project M&E Plan. It also includes a sample indicator tracking 
table and provides a list of the indicators that are required to be a part of the M&E Plan for specific 
project components (e.g., if the project has a health component it needs to “report on the impact on child 
nutritional status using indicators of height-for-age [stunting] and/or weight-for-age, in addition to 
indicators they may choose for changes in child feeding behavior”). 


Food for Peace, Annex D: Environmental Review and Compliance Information, USAID, Washington, DC, 6. 
October 2007. Available at:  
http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy08_final_guidelines.html. 
 
This annex to the P.L. 480 Title II Program Policies and Proposal Guidelines document provides a very 
brief section on inclusion of environmental considerations in the project and the M&E Plan. It can be 
required that in Initial Environmental Examinations (IEE) “all activities in agriculture, natural resource/
watershed management, water and sanitation, and/or physical infrastructure development describe how 
the environmental impact will be monitored and viable indicators suggested” (p. 5). However, this annex 
does not provide specific examples or tools for developing indicators for assessing environmental impact 
of project activities. 


Food and Nutrition Technical Assistance (FANTA) Web site


Arimond, Mary, and Marie T. Ruel, “Generating Indicators of Appropriate Feeding of Children 6 through 1. 
23 Months from the KPC 2000+,” FANTA Project, Washington, DC, November 2003. Available at:  
http://www.fantaproject.org/downloads/pdfs/indicatorsKPC.pdf. 
 
This report is an updated guidance on the KPC 2000+ module to measure, interpret, and analyze 
key infant and young child feeding practices for children 6 through 23 months of age. It includes 
improvements to the indicator tabulation plan. The report also includes an explanation of KPC 2000+, 
suggested changes to key indicators, addresses questionnaire development and sample size selection, and 
outlines how to present results. For easier downloading, selected sections of the report are also available 
at: http://www.fantaproject.org/publications/kpc.shtml. 


Bergeron, Gilles, and Joy Miller Del Rosso, “Food for Education Indicator Guide,” FANTA Project, 2. 
Washington, DC, September 2001. Available at: http://www.fantaproject.org/downloads/pdfs/FFE.pdf. 
 
This guide outlines the conceptual framework and data collection and analysis for various indicators 
used to assess improvements in education.



http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy08_final_guidelines.html

http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy08_final_guidelines.html

http://www.fantaproject.org/downloads/pdfs/indicatorsKPC.pdf

http://www.fantaproject.org/publications/kpc.shtml

http://www.fantaproject.org/downloads/pdfs/FFE.pdf
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Bergeron, Giles, Megan Deitchler, Paula Bilinsky, and Anne Swindale. “Monitoring and Evaluation 3. 
Framework for Title II Development-oriented Projects, Technical Note 10,” FANTA Project, Washington, 
DC, February 2006. Available at: http://www.fantaproject.org/downloads/pdfs/TN10_MEFramework.pdf. 
 
This technical note describes general basics of M&E plans and how to classify each indicator as an input, 
process, output, outcome, or impact. 


Bilinsky, Paula, and Anne Swindale, “Months of Inadequate Household Food Provisioning (MIHFP) for 4. 
Measurement of Household Food Access: Indicator Guide,” FANTA Project, Washington, DC, March 
2005. Available at: http://www.fantaproject.org/downloads/pdfs/MIHFP_Mar05.pdf. 
 
This guide explains the strategic level indicator developed to assess household food access. It explains the 
indicator and provides the “how to” for data collection, questionnaire format, indicator tabulation, and 
setting targets.


Billing, Patricia, Diane Bendahmane, and Anne Swindale, “Water and Sanitation Indicators Measurement 5. 
Guide,” FANTA Project, Washington, DC, June 1999. Available at:  
http://www.fantaproject.org/downloads/pdfs/watsan.pdf. 
 
This guide introduces impact and monitoring indicators for measuring water and sanitation-related 
program performance, including specifics on data sources, calculation of the indicators, and setting 
targets. 


Coates, Jennifer, Anne Swindale, and Paula Bilinsky, “Household Food Insecurity Access Scale (HFIAS) 6. 
for Measurement of Food Access: Indicator Guide, Version 2,” FANTA Project, Washington, DC, July 
2006. Available at: http://www.fantaproject.org/downloads/pdfs/HFIAS%20Guide_v2.pdf. 
 
This is a guide for an indicator that can be used to assess food access at the household level. This guide 
explains the indicator and provides information on adapting the questionnaire, interviewer instructions, 
questionnaire format, and indicator tabulation.


Cogill, Bruce, “Anthropometric Indicators Measurement Guide, rev. ed.,” FANTA Project, Washington, 7. 
DC, March 2003. Available at: http://www.fantaproject.org/downloads/pdfs/anthro_2003.pdf. 
 
This guide presents information on a variety of anthropometric indicators, including what these 
indicators tell us about the nutritional status of infants and children, how to conduct the survey, the 
equipment needed, how to take measurements, how the data compare to reference standards, and how 
to analyze the data. This report is also available in sections at http://www.fantaproject.org/publications/
anthropom.shtml. The entire report is available in French at http://www.fantaproject.org/downloads/
pdfs/anthro_2003_french.pdf. 



http://www.fantaproject.org/downloads/pdfs/TN10_MEFramework.pdf

http://www.fantaproject.org/downloads/pdfs/MIHFP_Mar05.pdf

http://www.fantaproject.org/downloads/pdfs/watsan.pdf

http://www.fantaproject.org/downloads/pdfs/HFIAS%20Guide_v2.pdf

http://www.fantaproject.org/downloads/pdfs/anthro_2003.pdf

http://www.fantaproject.org/publications/anthropom.shtml

http://www.fantaproject.org/publications/anthropom.shtml

http://www.fantaproject.org/downloads/pdfs/anthro_2003_french.pdf

http://www.fantaproject.org/downloads/pdfs/anthro_2003_french.pdf
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Diskin, Patrick, “Agricultural Productivity Indicators Measurement Guide,” FANTA Project, Washington, 8. 
DC, December 1997. Available at: http://www.fantaproject.org/publications/agrind.shtml. 
 
This guide discusses measuring and interpreting impacts of agricultural activities, data collection, 
and details on how to calculate specific agricultural productivity indictors. Appendix 2 is a table of 
generic Title II indicators (at the time) for all categories of activities (health, water and sanitation, food 
consumption, etc.).


Hoddinott, John, and Yisehac Yohannes, “Dietary Diversity as a Household Food Security Indicator,” 9. 
FANTA Project, Washington, DC, May 2002. Available at:  
http://www.fantaproject.org/downloads/pdfs/DietaryDiversity02.pdf. 
 
Based on the former USAID food security model of food availability, access, and utilization, this 
document presents and discusses the use of the proxy measure of dietary diversity for food access. 
It presents data that was used to assess the usefulness of this food access indicator from 10 different 
countries (some of which are African), rather than through the time-consuming task of collecting 24-hour 
diet recalls.  
 
The Web page http://www.fantaproject.org/publications/dietdiversity1.shtml provides two additional 
links to a technical annex and a technical note for the dietary diversity indicator. The technical note 
further condenses the results of the study described above and includes a one-paragraph discussion of 
options for setting targets for the dietary diversity indicator. The technical appendix includes tables with 
the data used in the study.


 Swindale, Anne, and Paula Bilinsky, “Household Dietary Diversity Score (HDDS) for Measurement of 10. 
Household Food Access: Indicator Guide, ver. 2,” FANTA Project, Washington, DC, September 2006. 
Available at: http://www.fantaproject.org/downloads/pdfs/HDDS_v2_Sep06.pdf. 
 
This strategic-level indicator was developed to assess household food access. The guide explains the 
indicator and provides the “how to” on data collection, questionnaire format, indicator tabulation, and 
target setting. 


Swindale, Anne, and Punam Ohri-Vachaspati, “Measuring Household Food Consumption: A Technical 11. 
Guide, revised ed.,” FANTA Project, Washington, DC, August 2005. Available at:  
http://www.fantaproject.org/downloads/pdfs/foodcons.pdf. 
 
This guide presents impact indicators for household nutrition activities and details on collecting and 
analyzing the data.


Tumilowica, Allison, and Megan Deitchler, “Out with the Old: In With the New—Implications of the New 12. 
WHO 2006 Child Growth Standards,” FANTA Project, Washington, DC, July 2006. Available at: 
http://www.fantaproject.org/downloads/pdfs/WHO_growth_July2006.pdf.  
 



http://www.fantaproject.org/publications/agrind.shtml

http://www.fantaproject.org/downloads/pdfs/DietaryDiversity02.pdf

http://www.fantaproject.org/publications/dietdiversity1.shtml

http://www.fantaproject.org/downloads/pdfs/HDDS_v2_Sep06.pdf

http://www.fantaproject.org/downloads/pdfs/foodcons.pdf

http://www.fantaproject.org/downloads/pdfs/WHO_growth_July2006.pdf
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FANTA’s Web site has both a PDF and a PowerPoint version (http://www.fantaproject.org/downloads/ppt/
WHO_growth_July2006.ppt) of the presentation that outlines the new World Health Organization (WHO) 
2006 child growth standards that replaced the old industry standard of the NCHS 1978 child growth 
reference. These standards are often adopted measures for monitoring and evaluating child health (e.g., 
weight for age, length or height for age, weight for length or height). New indicators were also developed 
for use in projects that target obesity (e.g., body mass index [BMI] for age). The presentation on FANTA’s 
Web site outlines the similarities and differences between the two sets of standards, including use of a 
Malawi case study for children zero to 59 months in age. This presentation specifically recommends that 
projects may want to measure relevant indicators based on both the NCHS 1978 standards and the new 
WHO 2006 standards until use of these new standards is more widespread. 


Food Aid Management (FAM) Web site: International Support Assistance Program 


FANTA Project, “Food Access Indicator Review,” FANTA Project, Washington, DC, July 2003. Available at: 1. 
http://www.foodaid.org/worddocs/moneval/AccessIndicatorPhaseI.pdf. 
 
This guide provides a general overview of Title II food access programming strategies and interventions, 
including a review of generic FFP and PVO Title II food access indicators, innovative approaches to 
assessment, different types of measurements used, and the limitations of these measurements. 


Food Aid Management, “Guide for Measuring Food Access,” Food Aid Management, Washington, DC, 2. 
May 2004. Available at: 
http://www.foodaid.org/worddocs/moneval/Food_Access_Indicators_Guidelines_Final.pdf.  
 
This guide present a general overview of the need for measuring food access in Title II programs, a 
description of the indicators (including, but not limited to, income and asset indicators, dietary diversity, 
coping strategies, and food security index indicators), and measurement methods. 


Food Aid Management, “Summary of Title II Generic Indicators,” Food Aid Management, Washington, 3. 
DC, n.d. Available at: http://www.foodaid.org/worddocs/usaiddoc/GENINDIC.DOC. 
 
This table lists Title II indicators subdivided by the subsectors: health, nutrition and MCH; water and 
sanitation; household food consumption; agricultural productivity; natural resource management; and 
FFW/CFW roads.


Rechcigl, Mike, and Margie Ferris-Morris, “Memorandum: Performance Indicators for Food Security,” 4. 
USAID, Washington DC, April 1996. Available at: http://www.foodaid.org/worddocs/cdieind.doc. 
 
This memo is the summarized output of a USAID workshop in December 2005 on food security 
performance measurement. It provides a list and explanation of core common indicators for food 
availability, access, and utilization. There are also two sanitation indicators included. 



http://www.fantaproject.org/downloads/ppt/WHO_growth_July2006.ppt

http://www.fantaproject.org/downloads/ppt/WHO_growth_July2006.ppt

http://www.foodaid.org/worddocs/moneval/AccessIndicatorPhaseI.pdf

http://www.foodaid.org/worddocs/moneval/Food_Access_Indicators_Guidelines_Final.pdf

http://www.foodaid.org/worddocs/usaiddoc/GENINDIC.DOC

http://www.foodaid.org/worddocs/cdieind.doc
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World Vision, “Indicators to Monitor Impact of Nutrition Programmes,” Federal Way, Washington, n.d. 5. 
Available at: http://www.foodaid.org/worddocs/nutrition/IndicatorstoMonitorImpact2.doc. 
 
This document provides excerpts from the “MICAH Guide: A Practical Handbook for Micronutrient and 
Health Programmes” prepared by World Vision Canada. It includes an explanation of process, outcome, 
and impact indicators; presents a list of core indicators; provides guidance for selecting indicators for 
specific programs; and presents details on the use of existing and new data sources. 


Other Web sites


Child Survival Technical Support Project and CORE M&E Working Group, “KPC Module 2: 1. 
Breastfeeding and Infant/Child Nutrition: Interviewer Instructions,” CORE Group, Washington, DC, 
January 2005. Available at: http://www.childsurvival.com/kpc2000/mod2_01_18_05.pdf. 
 
This module outlines detailed survey questions and key indicator tabulation for projects focused on 
breastfeeding and infant/child nutrition.


CORE Group, “Knowledge, Practices, and Coverage (KPC) Survey: Module 7: HIV/AIDS/STI,” 2. 
CORE Group, Washington, DC, January 2005. Available at: http://www.childsurvival.com/kpc2000/
mod7_1_18_05.pdf. 
 
This module outlines the survey questions and data collection methods and considerations for the 
purpose of calculating key indicators related to HIV/AIDS/STI project activities. It provides details on 
indicator tabulation as well as guidance on qualitative research. 


CORE Group, “Rapid Knowledge, Practices, and Coverage (KPC) Survey: Revised Module 1A for Cycle 3. 
21 Grantees: Household Water Supply, Sanitation and Hygiene,” CORE Group, Washington, DC, April 
2006. Available at: http://www.coregroup.org/working_groups/mod1a_cycle21.pdf.  
 
This training module outlines the questionnaire format for exploring water and sanitation issues. It also 
presents a description of KPC indicators and indicator tabulations. 


Gage, Anastasia J., Disha Ali, and Chiho Suzuki, “A Guide for Monitoring and Evaluation Child Health 4. 
Programs,” CORE Group, Washington, DC, September 2005. Available at: http://www.coregroup.org/
working_groups/ms-05-15.pdf. 
 
This guide explains the process for selecting indicators and data sources and collection methods for 
child health programs. It provides an extensive list of indicators that have been tested and used by CDC, 
UNICEF, WHO, and USAID and outlines the purpose, meaning, calculation, and limitations of each of the 
listed indicators. 



http://www.childsurvival.com/kpc2000/mod2_01_18_05.pdf

http://www.childsurvival.com/kpc2000/mod7_1_18_05.pdf

http://www.childsurvival.com/kpc2000/mod7_1_18_05.pdf

http://www.coregroup.org/working_groups/mod1a_cycle21.pdf

http://www.coregroup.org/working_groups/ms-05-15.pdf

http://www.coregroup.org/working_groups/ms-05-15.pdf
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Maxwell, Simon, and Timothy R. Frankenberger, “Household Food Security Concepts, Indicators, and 5. 
Measurements: A Technical Review,” International Fund for Agricultural Development (IFAD) and 
UNICEF, Rome and New York, 1992. Available at: http://www.ifad.org/hfs/tools/hfs/hfspub/hfs.pdf. 
 
This document provides a review of household food security assessment, indicators, and data collection 
methods. It also includes an annotated bibliography. Some sections of the document can also be 
downloaded separately at http://www.ifad.org/hfs/tools/hfs/hfspub/index.htm. 


United States Global AIDS Coordinator, “The President’s Emergency Plan for AIDS Relief Indicators, 6. 
Reporting Requirements, and Guidelines,” U. S. Department of State, Office of the United States Global 
AIDS Coordinator, Washington, DC, April 2004. Available at:  
http://www.coregroup.org/working_groups/PEPFAR_Indicators_041404.pdf. 
 
This plan provides guidance on data collection and reporting for HIV/AIDS assistance activities. It 
explains program reporting requirements to the United States Department of State/Office of the Global 
AIDS Coordinator, and data collection methods for outcome and impact indicators. It also delineates 
between core indicators and recommended indicators for this subsector. 


World Health Organization (WHO), Child Growth Standards, Rome: WHO, n.d. Available at:  7. 
http://www.who.int/childgrowth/en/. 
 
This Web site provides an overview of the new child growth standards, the study upon which they were 
based (The WHO Multi-centre Growth Reference Study [MGRS]— http://www.who.int/childgrowth/
mgrs/fnu/en/index.html), the actual standards (http://www.who.int/childgrowth/standards/en/), available 
training courses and tools in English, French, and Spanish (http://www.who.int/childgrowth/training/
en/), WHO Anthro 2005 software download links (http://www.who.int/childgrowth/software/en/), and 
frequently asked questions regarding these new standards (http://www.who.int/childgrowth/faqs/en/).



http://www.ifad.org/hfs/tools/hfs/hfspub/hfs.pdf

http://www.ifad.org/hfs/tools/hfs/hfspub/index.htm

http://www.coregroup.org/working_groups/PEPFAR_Indicators_041404.pdf

http://www.who.int/childgrowth/en/

http://www.who.int/childgrowth/mgrs/fnu/en/index.html

http://www.who.int/childgrowth/mgrs/fnu/en/index.html

http://www.who.int/childgrowth/standards/en/

http://www.who.int/childgrowth/training/en/

http://www.who.int/childgrowth/training/en/

http://www.who.int/childgrowth/software/en/

http://www.who.int/childgrowth/faqs/en/
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Annex III  
Sample IPTT Indicator Methodology Table or IPTT 
Measurement Methods/Data Sources Worksheet


Indicator Definition 
of Indicator 
and 
Management 
Utility


Baseline 
Data and 
Targets


Data 
Collection 
Sources and 
Methods


Frequency 
of Data 
Collection


Person 
Responsible


1819


18 


19 
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Annex IV  
CRS Measurement Methods/Data Sources Worksheet20


The purpose of this worksheet is to help field teams generate the types of detailed information on performance 
indicators that the M&E specialists and team leader need in order to design an Indicator Performance Tracking 
Table (IPTT).


Guidance column: The worksheet contains a guidance column. This column summarizes the instructions that 
field teams need to complete the exercise. Performance Indicator Statement: Simply insert the statement.


Indicator definition: Be clear about the terms used in the indicator statement. For example, if the indicator refers 
to “orphan children,” which orphan children do you mean? Children under a certain age? Children living with 
relatives? Children living rough on the street? Rural or urban children? Being clear about what you mean will 
help you visualize the data collection tasks and resources required.


Data collection method/data source: There are many different data collection methods. Examples of common 
methods include the use of: censuses; field surveys; random walks; focus groups; key information interviews; 
ranking; scoring; or indexing techniques; periodic site visits or records review; monthly or quarterly beneficiary 
or trainer reports; and so on. Alternatively, this is where the secondary data source to be used is entered.


Frequency of data collection: Determine how often the indicator data are to be collected, e.g. monthly, annually, 
and so on. This is important since it will help determine the level of resources required.


Timing of data collection: Here the specific timing of data collection is stated so as to prevent collection of data 
that cannot be compared. For example, consider how the following could affect the data that may be collected: 
crop planting and harvesting schedules; preferred processing and marketing times; the school year; annual 
immunization campaigns; government budget allocations; and so forth. As with other factors, the season or 
timing of data collection may have practical and resource implications to consider before committing to a 
particular M&E Plan.


Other considerations: This might include noting how indicator data are to be calculated, e.g. raw numbers, 
percent, ratio, score, index; or some evidence that sampling issues have been considered. Another consideration 
might be whether other measurement methods or data sources need to be included, so that the M&E data can 
be crosschecked. Although you may not be in a position to have all the precise details—in some cases, specialist 
technical advice may be required—the purpose of this entry is to show that you have thought carefully about 
issues of data validity and quality that affect your M&E Plan.


As you complete the Measurement Methods/Data Sources Worksheet, you may find yourself adjusting your initial 
idea for an indicator. Perhaps it is simply too difficult to collect the information, so that an alternative is needed.


You will not include word-for-word entries from your Measurement Methods/Data Sources Worksheet in the project 
proposal, but you may find that a summary of some of the key points considered will help you describe your 
M&E Plan.


20 Excerpted from “ProPack: The CRS Project Package. Project Design and Proposal Guidance for CRS Project and Program 
Managers,” 2004, by V. G. Stetson, G. Sharrock, and S. Hahn, Catholic Relief Services, Baltimore, Maryland.







IPTT Guidelines  •  40


Annex IV CRS Measurement Methods/Data Sources Worksheet


Exhibit 1: Measurement Methods/Data Sources Worksheet


Consideration Guidance To be Completed by Project 
Design Team


Performance Indicator Statement1. 


Indicator Definition2. Define any terms in the performance 
indicator statement that are unclear


Data Collection Method/Data 3. 
Source


Specify the method/data source 
that will be used for capturing the 
indicator data


Frequency of Data Collection4. State how often data collection needs 
to occur across the life of the project


Timing of Data Collection5. Data may be collected at specific 
points during the life of the project


If the data need to be compared, note 
any timing issue. 


Other Considerations6. For example: 
Spell out the formula to be used for 
calculating the indicator data, or say 
where these are to be found


Note any sampling issue that will 
need to be considered


Note any complementary or 
triangulating methods, special 
concerns, etc.


Other…


Source: Stetson, Sharrock and Hahn 2004, p. 139.
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Annex V  
Sample IPTT for A Single Cooperating Sponsor-Executed  
Title II Project at Four Sites21


Indicator Base-
line 


FY01
Tgt. 


FY01
Achv. 


FY01% 
Achv.  
versus 
Target 


FY
02
Tar
get


FY02
Achv. 


FY02% 
Achv. vs  
Tgt. 


FY03
Tgt. 


FY03
Achv. 


FY03%  
Achv. vs 
Tgt. 


FY04
Tgt. 


FY04
Achv. 


FY04 %
Achv. vs 
Tgt. 


FY05
Tgt. 


FY05
Achv. 


FY05% 
Achv. 
vs Tgt. 


FY06
Tgt. 


FY06
Achv. 


FY06
%
Achv 
vs 
Tgt


LOA 
Achv. 
vs 
Tgt.


Objective 1- To improve the nutrition and health status of women and children under 3 


Impact Indicator 
1.1 
% reduction in 
children stunted
-Dinguiraye Original 
-Dinguiraye New 
-Dabola Extreme P 
-Dabola Medium P 


22% 
21% 
38% 
39% 


       


21% 
20% 


22% 
24% 


97% 
82% 


   


19% 
18% 
38% 
39% 


   


17% 
16% 
38% 
39% 


21% 
23% 
24% 
23% 


73% 
59% 
136% 
141% 


Impact Indicator 
1.2 
% infants (0-23 
mos) offered the 
same or more food 
during diarrhea 
-Dinguiraye Original 
-Dinguiraye New 
-Dabola Extreme P 
-Dabola Medium P 


34% 
23% 
35% 
29% 


       


40% 
35% 


44% 
35% 


111% 
108% 


   


55% 
50% 
39% 
33% 


   


60% 
55% 
40% 
36% 


53% 
41% 
63% 
38% 


89% 
75% 
156% 
60% 


Monitoring 
Indicator 1.1 
% eligible children in 
Growth Monitoring 
weighed in last 4 
months
-Dinguiraye Original 
-Dinguiraye New 
-Dabola Extreme P 
-Dabola Medium P 


90% 
9%
5%
9%


    


93% 
30% 


92% 
85% 


99% 
282% 


94% 
82% 
15% 


94% 
86% 
75% 


100% 
105% 
500% 


95% 
85% 
50% 
50% 


94% 
86% 
89% 
82% 


99% 
101% 
179% 
164% 


96% 
90% 
60% 
60% 


93% 
88% 
84% 
78% 


97% 
98% 
140% 
130% 


21 Adapted from and reprinted from the “Africare Guinea Food Security Initiative,” with the permission of Africare/Washington. For 
additional information please contact the Office of Food for Development, Africare. 







IPTT Guidelines  •  42


Annex VI  
Sample IPTT for a Consortium-Executed Project:  
Africare/CRS/HKI/Care Food Security Initiative in Niger


Official IPTT for the Phase II Project Submitted with Final Results Report in FY05 (Africare)22 23 
24 25 26 27 28


Indicator Baseline Mid-Term 
Achieved 
vs. Target


FY 04 
Target


FY 04 
Achieved


FY 04 
Achieved 
vs. Target


FY 05 
Target


FY 05 
Achieved


FY 05 
Achieved 
vs. Target


Impact Indicator 
1.1. Number of 
communities 
that have 
democratically and 
gender equitably 
designed and 
implemented food 
security plans


46% 172 187 109% 182 191 105%


Africare Agadez 0 50% 20 32 160% 30 32 107%
CARE – Konni/Illela 0 60% 56 63 113% 56 66 118%
CARE – Matameye24  
(COSAN)


0 23%


CRS/HKI – Dogon 
Doutchi


0 54% 48 46 96% 48 46 96%


CRS/HKI – Tanout 0 46% 48 46 96% 48 47 98%
Impact Indicator 
1.2. Food Security 
Community 
Capacity Index


35 123% 47 50 106% 51 57 113%


Africare 27 169% 52 50 95% 61 56 93%
CARE – Konni/
Illela25


18 219% 45 49 110% 46 49 107%


CARE – Matameye26 N/A 85%
CRS/HKI – Dogon 
Doutchi


5327 94% 49 49 100% 50 47 94%


CRS/HKI – Tanout 4228 123% 41 51 123% 45 75 168%


22 Reprinted with permission from Africare/Washington.


23 This IPTT was submitted with the annual CSR2 to USAID/FFP for the consortium. Given the large number of indicators and years, 
the project only reported the mid-term, FY04, FY05, and LOA targets versus achievements for the projects as required in the official 
guidance. This type of compromise on formatting is probably necessary for a consortium. It should be avoided, however, in single CS-
executed projects if at all possible so as not to confuse field staff and partners.


24 For Matameye this indicator was calculated for the health committees (COSAN) using the monitoring form “la fiche d’Evaluation 
de la Performance des COSAN.” Mid-term evaluators included Matameye COSANs in the calculation of midterm targets and 
achievements.


25 This baseline was retroactively calculated after the program started working in 20 Unités Interventions.


26  In the absence of baseline data for this zone, this target corresponds with an average FSCCI results for the project.


27 For the 20 new villages selected in FY03. These villages are situated in the southern part of the zone and demonstrated more 
organizational development than the villages selected in FY01.


28 For the 20 new villages selected in FY03.
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Annex VII 
USAID/FFP Standardized Annual Reporting Questionnaire


(August 31, 2006 draft)


1


Emergency/
Non-
emergency


Technical sector FY06
planned


FY06
reached


FY07
planned


FY08
planned


FY09
planned


FY10
planned


1.1
1.2
1.3
1.4
1.5
1.6
1.7


Yes/No


2
If No, go to question #4


FY06
#


3
Yes/No


4
If No, go to question #10


5


actual #
beneficiaries


5.1


5.2


5.3


5.4


What was the number of IDP/refugee beneficiaires in FY06?


Does your program implement activities to benefit  IDP or refugees?


Desired 
direction


 (+ / -)Indicator FY05 actual


FY06


Fill out the table below with the number of planned and actual direct beneficiaries by technical sector for FY06 and out years through FY10.   Direct beneficiaries are those who come into direct 
contact with the goods or services provided by the program. 


Fill out the table below with the indicators used by your program for annual reporting on the nutritional status of program beneficiaries.  For each indicator, fill in the desired direction of change 
(increase or decrease), and data on achievement and num


Does your program implement activities to maintain or improve nutritional status of program beneficiaries?


 Download this document online. 


 USAID/FFP Standardized Annual Reporting Questionnaire


 http://www.usaid.gov/our_work/humanitarian_assistance/ffp/ 



http://www.usaid.gov/our_work/humanitarian_assistance/ffp/
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Annex VIII  
Special Considerations in the Development of Consortia IPTTs


The issue of IPTT development is especially critical when projects are executed by a consortia. This is because the 
IPTT provides one of the best mechanisms for coordinating activities and reporting between partners. Conversely, 
failure to develop a joint IPTT or ensure understanding of the IPTT and its role in consortia management and 
reporting can cause considerable problems that can be costly to correct both in terms of staff time and inter-
NGO goodwill and collaboration. The seven main steps for using an IPTT during the life cycle of a project have 
additional considerations when a consortium implements a project. 


Step 1. Basic donor and CS-specific guidance clarified


Each NGO in the consortium needs to be familiar with the basic guidance outlined in step 1 of section II of the 
IPTT Guidelines. This is especially true for the NGO charged with leading the monitoring, evaluation, and 
reporting functions.


Step 2. Draft IPTT developed and included in project proposal or MYAP  
(based on needs assessment and standard guidance gathered in step 1)


In general, there is little real collaboration on the design of a consortium’s IPTT until after each individual CS has 
completed its project needs assessment and design for the sites where it proposes to intervene. Efforts to jointly 
discuss core indicators before the individual NGOs have completed their needs assessments and design are 
usually fruitless (at best) and at can generate long laundry lists of indicators and ill will between potential CS-
partners (at worst). Even when design teams are focusing on follow-on phases, IPTT development too early in the 
process can be very frustrating to the design teams since each NGO usually has its own methodology for needs 
assessment and design.


Once each partner has completed its initial needs assessment and proposal design, the partners need to agree 
among themselves on a certain number of joint impact and monitoring indicators, baseline measures, and targets 
during the final stages of the proposal approval process. Since sites in a consortium can vary enormously in 
terms of both the baseline measurements for key indicators and targets, most consortia choose to continue to 
disaggregate these figures (as well as percent achievement versus target) by site. A good example of an IPTT 
update in a CSR2 is the one submitted with the FY05 CSR2 that the Food Security Initiative in Niger Phase II 
consortia submitted to USAID/FFP (see Annex VI, above).29  


29 For a variety of reasons—most notably the number of sites and the number of indicators—the IPTT that was submitted with the 
MYAP did not use the USAID/FFP-endorsed format. Instead the team eliminated most of the columns for FY01-FY02, except for the 
targets. A more conventional format—such as the one used during Phase I of FSIN will be adopted during the first year.
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Step 3. IPTT, IPTT Indicator Methodology Table, and M&E Plan revised  
based on baseline survey: 


During the first fiscal year of the grant, the different consortium members need to collaborate on a joint baseline 
survey using standard indicator measurement methods and on the write-up and analysis of the baseline survey 
data, as well as on the revision of joint indicator statements and annual, mid-term, and LOA targets.


Although the output of these recommendations should be a joint IPTT, it is an IPTT that looks somewhat different 
from the one typically seen in other projects. A consortia IPTT—such as the one developed during Phase I of the 
Food Security Initiative in Niger (FSIN) —includes (see Annex VI):


The baseline measures and targets per core indicator for each site (since sites may vary enormously in  ▪
terms of their physical and institutional constraints and opportunities) and, 


An indicator “average” (for all the consortium sites).  ▪


Step 4. IPTT updated as part of routine reporting to donor and partners  
(FY01 and FY02): 


Once the consolidated IPTT is revised in the first year, it provides the structured framework for each NGO 
partner to write its draft annual report following Title II recommended guidance. These individual reports should 
report on the Cooperating Sponsor’s results at the sites they supervise based on the consolidated IPTT.  These 
individual reports are then consolidated into a single summary report by the NGO charged with overseeing 
monitoring, evaluation, and reporting for the consortium, based on the consolidated IPTT.30 One best practice that 
many USAID/FFP officials appreciate is for the NGO charged with coordinating M&E to combine the individual 
NGO annual reports into separate annexes of the summary report. If this model is adopted it is a “win-win” 
situation for the member NGOs, as well as the NGO charged with group coordination. Specifically:


Each NGO emerges from the exercise with its own annex which describes its specific achievements (based  ▪
on the consolidated IPTT).


USAID/FFP gets a consolidated report that summarizes the average achievements against targets for all  ▪
the NGOs, as well as information on how these achievements might vary between sites.


The individual NGOs and their partners get a nice simple tool for facilitating communication amongst  ▪
themselves and with their key local partners.


If the IPTT is a project manager’s “best friend,” it is absolutely indispensable in the life of a consortium manager.


30 If two PVO Cooperating Sponsors are establishing joint targets for a subregion that includes one or more sites where they are 
active, then they would collaborate on preparing the reports for these sites.







IPTT Guidelines  •  46


Annex VIII Special Considerations in the Development of Consortia IPTTs


Step 5. IPTT updated, reviewed, and revised in connection with mid-term evaluation 
and (if appropriate) survey:


Although the mid-term survey is not required, it is especially useful for a consortium-managed project as a basis 
for the external mid-term evaluation, which is still required. This is because it provides an independent cross-
check on how each NGO in the consortium is collecting data on core impact indicators being used to assess 
the consortium’s impact. The scopes of work for the mid-term survey (if one is conducted) and the mid-term 
evaluation should:


Outline a clear linkage to the consolidated IPTT  ▪


Emphasize the importance of each NGO CS using the same methods to measure each of the joint  ▪
indicators in order to ensure comparability between sites.


Step 6. IPTT and project response to mid-term evaluation recommendations updated 
as part of routine reporting to the donor and partners (FY03-FY05): 


The chief difference between the consortium’s CSR2 reporting in FY03 through FY05 is that the team must also 
address how they are responding to mid-term recommendations both as individuals and as a group. Training for 
NGO partners should also be updated, as needed, at this time.  


Step 7. Final updating of IPTT based on results of the final survey and use of IPTT  
data to assess results and project impact during final evaluation: 


USAID/FFP requires that all Title II projects have a final quantitative survey and final external evaluation. The 
major difference between a single CS-executed project and a consortium-executed project is that in a consortium 
project, the partners have to collaborate on developing a single harmonized scope of work for not only the 
baseline survey and the external evaluation, but also the design, execution, and analysis of the final survey. As in 
a single CS-executed project, it is critical that the joint IPTT inform the design and write-up of the survey, as well 
as the final evaluation report. 


Based on the authors’ experience with a number of consortia-managed projects, a list of suggestions for avoiding 
common problems has been developed (see Table VIII.A.1, below). Also discussed are the options for correcting 
problems that were not addressed in early stages.


As indicated in the table below, one key recommendation for avoiding problems unique to consortia-managed 
projects is a dedication to providing M&E training to representatives from each NGO partner in the consortium 
and regularly updating that training. 
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Annex VIII Special Considerations in the Development of Consortia IPTT


Table VIII.A.1 Common Problems and Solutions Related to IPTTs of Consortia-Managed Projects


Step Common Problems Recommendations for Avoiding Problem


Step 1 Only the NGO tasked with supervising 
monitoring, evaluation, and reporting is familiar 
with the basic guidance.


1.a. Training workshops should ensure core training in 
basic guidance for relevant staff in each of the partner 
NGOs.


1.b. Basic training should be updated annually.


Step 2 NGOs fail to agree on a group of core impact 
and monitoring indicators prior to submission 
of MYAP (core list not included in the MYAP).


Organize a joint meeting during the last phase of project 
design when the combined proposal for the consortium 
is being prepared during which:


2.a. CS staff are familiar with basic USAID/FFP guidance 
and expectations for IPTTs and how they should apply 
to consortia.


2.b. A trained M&E specialist (working with a sub-
group of representatives of the partner NGOs with 
tentatively approved proposals) presents a draft 
harmonized IPTT model for review and revision by 
technical teams. 


2.c. Consortium members agree on a joint IPTT 
Indicator Methodology Table and (when appropriate) 
standardized guidance for the collection and analysis of 
the data to be reported on in joint IPTT.


Step 3 Some NGOs in the consortium use different 
indicator methods for core indicators in the joint 
IPTT.


Same as 2.c. 


Step 4 Each NGO in the consortium writes its report in 
a different format.


4.a. NGOs agree on a common format for annual reports 
that follows the structure of the joint IPTT.


Step 5 Some NGOs use different indicator methods for 
core indicators in the joint IPTT and/or mid-
term survey only calculates an average for all 
sites, which deflates achievements at some sites 
and masks over-achievements at others.


Same as 1.b. and 2.c.


5.a. The scope of work for the mid-term survey should 
anticipate the need for CS-specific averages as well as 
consortium averages for core indicators in the joint 
IPTT.


Step 6 Same as in step 4 Same as 4.a and 1.b


Step 7 Same as in step 5 Same as 1.b, 2.c, and 5.a





		Cover: IPTT Guidelines

		Contents

		Preface

		Acknowledgements 

		Acronyms 

		Executive Summary 

		Purpose of the Module 

		Understanding the IPTT 

		What is the IPTT?

		The IPTT’s Pivotal Role in Title II Project Documentation

		IPTT: Project Perspectives

		IPTT: Donor Perspectives 



		Developing the IPTT 

		Step 1: Clarify Donor and PVO Guidance 

		Step 2: Develop a Draft IPTT for the Proposal 

		Step 3: Revise the IPTT after Completing the Baseline Survey

		Step 4: Update the IPTT for Annual Reporting  

		Step 5: Revise the IPTT during and after the Mid-term Evaluation 

		Step 6: Update the Final IPTT following the Endline Survey and the Final Evaluation 



		Summary Rules of Thumb 

		Annex I.A. Bibliography 

		Annex I.B. Summary of What to Do and What to Try to Avoid for IPTT Use and Management 

		Annex II Annotated List of References, Guides and Further Readings

		Annex III Sample IPTT Indicator Methodology Table or IPTT Measurement Methods/Data Sources Worksheet

		Annex IV CRS Measurement Methods/Data Sources Worksheet

		Annex V Sample IPTT for A Single Cooperating Sponsor-Executed Title II Project at Four Sites

		Annex VI Sample IPTT for a Consortium-Executed Project

		Annex VII USAID/FFP Standardized Annual Reporting Questionnaire 

		Annex VIII Special Considerations in the Development of Consortia IPTTs



		AnnexXI 2: 

		AnnexXI 4: 

		AnnexXI 6: 

		AnnexXI 8: 

		AnnexXI 7: 

		AnnexXI 9: 








Monitoring & Evaluation


Capacity-Building 
Guidance


guidelines and tools for  
getting the Most from  
Your technical assistance


by	 Rosalie	H.	Norem	and	


	 Constance	McCorkle







Since 1943, Catholic Relief Services (CRS) has held the privilege of serving the poor 
and disadvantaged overseas. Without regard to race, creed, or nationality, CRS 
provides emergency relief in the wake of natural and man-made disasters. Through 
development projects in fields such as education, peace and justice, agriculture, 
microfinance, health and HIV/AIDS, CRS works to uphold human dignity and 
promote better standards of living. CRS also works throughout the United States 
to expand the knowledge and action of Catholics and others interested in issues of 
international peace and justice. Our programs and resources respond to the U.S. 
Bishops’ call to live in solidarity—as one human family—across borders, over oceans,  
and through differences in language, culture and economic condition.


The American Red Cross helps vulnerable people around the world prevent, prepare 
for, and respond to disasters, complex humanitarian emergencies, and life-threatening 
health conditions through global initiatives and community-based programs. With  
a focus on global health, disaster preparedness and response, restoring family 
links, and the dissemination of international humanitarian law, the American Red 
Cross provides rapid, effective, and large-scale humanitarian assistance to those in 
need. To achieve our goals, the American Red Cross works with our partners in the 
International Red Cross and Red Crescent Movement and other international relief  
and development agencies to build local capacities, mobilize and empower 
communities, and establish partnerships. Our largest program is currently the  
Tsunami Recovery Program, which is improving community health and preventing 
disease outbreaks, supporting communities as they rebuild their lives and reestablish 
their livelihoods, and helping affected Red Cross and Red Crescent Societies and their 
communities develop disaster preparedness capabilities.


Published in 2008 by:


Catholic Relief Services American Red Cross 
228 W. Lexington Street 2025 E Street, NW 
Baltimore, MD 21201-3413 Washington, DC 20006 
USA USA


Authors: Rosalie H. Norem and Constance McCorkle 
Series Editor: Guy Sharrock (CRS)  
Readers/Editors: Cynthia Green, Joe Schultz (CRS), and Dina Towbin 
Graphic Designer: Jeanne Ivy 
Cover Photograph: Martin Lueders


The Capacity-Building Guidance module was produced by CRS and the American 
Red Cross with financial support from the United States Agency for International 
Development (USAID) Food for Peace (FFP) grants: CRS Institutional Capacity 
Building Grant (AFP-A-00-03-00015-00) and American Red Cross Institutional Capacity 
Building Grant (AFP-A-00-00007-00). The views expressed in this document are those 
of the authors and do not necessarily represent those of USAID or FFP.


To access the full series, please visit: www.crs.org or www.redcross.org.



http://www.crs.org

http://www.redcross.org





Contents


iii Preface


iii Acknowledgements


iv Acronyms


Capacity-Building guidance


1 Introduction


2 Preparing the Scope of Work


8 Evaluating Training and Workshops


10 Evaluating Technical Assistance


12 Technical Assistance Reports 


15 Technical Assistance Follow Up


tools and resources annexes


16 Annex I Writing a Scope of Work


17 Annex II SOW Budget Worksheet 


18 Annex III Sample Final Evaluation Form


19  Annex IV Sample Form to Evaluate Technical Assistance


21 Annex V Sample Trip Report Format







Capacity-Building Guidance  •  iii


Preface
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Capacity-Building Guidance is one in a series of M&E training and capacity-
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These modules are designed to respond to field-identified needs for specific 
guidance and tools that did not appear to be available in existing publications. 
Although examples in the modules focus on Title II programming, the 
guidance and tools provided have value beyond the food security realm.


Capacity-Building Guidance is intended to help readers get the most from their 
technical assistance. The module includes components on preparing a scope 
of work for delivering capacity-building technical assistance, evaluating 
the services provided, writing a  technical assistance delivery report, and 
providing follow-up assistance. 


Please send comments on or suggestions for this edition of Capacity-Building 
Guidance via e-mail to m&efeedback@crs.org.


Recommended citation: Norem, Rosalie H., and Constance McCorkle. 2008. “Capacity-
Building Guidance.” American Red Cross/Catholic Relief Services (CRS) M&E Module 
Series. American Red Cross and CRS, Washington, DC and Baltimore, MD.
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This module provides 


private voluntary 


organizations (PVOs) 


with the tools and forms 


needed to simplify, 


systematize, plan, 


manage, evaluate, and 


report on the delivery 


of all types of capacity-


building technical 


assistance that involve 


the transfer or sharing of 


knowledge and skills.


Introduction


Capacity building can take many forms, from enhancing an organization’s 
stock of information technology and equipment, to growing its membership 
and increasing its fundraising activities. Yet, in these and other regards, most 
common capacity-building activities are training, workshops, and seminars 
to build staff skills. In addition, capacity building often includes on-the-job 
training, which has proven to be an even more powerful training mode than 
those previously mentioned. On-the-job training typically accompanies 
in-house technical assistance from organizational staff and often figures in 
external consultancies contracted to deliver capacity-building services. 


This module provides private voluntary organizations (PVOs) with the tools 
and forms needed to simplify, systematize, plan, manage, evaluate, and 
report on the delivery of all types of capacity-building technical assistance 
that involve the transfer or sharing of knowledge and skills. The module is 
designed to serve across all sectors (agriculture, health, and so on); all themes 
(global solidarity, peace building, and so on); and all functions (monitoring 
and evaluation [M&E], finance, administration, personnel management, and 
so on)—whether for training, workshops, on-the-job training, or various 
forms of learning or sharing technical assistance. In addition, this module 
is designed to work whether the capacity-building technical assistance is 
provided by:


Technical advisors from PVO headquarters or regional officers,  ▪
country program staff, local partners, or communities;


Partner staff to their peers of communities; or  ▪


Outside consultants contracted at any of these levels. ▪


The package includes components on how to:


Prepare a scope of work (SOW) for the delivery of specific  1. 
capacity-building technical assistance


Evaluate the technical assistance delivered2. 


Write a technical assistance delivery report3. 


Follow up on the technical assistance provided.4. 1


Each component is accompanied by annexes with supporting forms, 
evaluation sheets, outlines, or models. 


1 Responsibilities for items 1 and 2 pertain mainly to PVO staff who request or subsequently 
manage the technical assistance delivery in question. Item 3 is largely the responsibility 
of the technical assistance provider. Responsibility for item 4 may vary, according to the 
nature and duration of the tasks and the position and relationship of the technical assistance 
providers within or outside of the PVO. 
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Before writing a SOW, 


begin by thinking 


about how much 


flexibility is needed in 


the relationship with 


the technical assistance 


provider.


Preparing the Scope of Work 


Scopes of work and task orders


A SOW represents the core of what is, in a larger form, a contract. When using 
in-house technical assistance providers,2 then often only a SOW is needed. If 
external technical assistance providers are to be used, then a contract will be 
required, in accord with standard or boilerplate materials about performance, 
confidentiality, liability, and so on.3 


Before writing a SOW, begin by thinking about how much flexibility is needed 
in the relationship with the technical assistance provider.


If the tasks are well defined and the work can be done in-house, then a simple 
SOW is all that is needed. If assistance is needed over a longer period of time 
for a series of linked tasks that may not yet be clearly defined, then a more 
detailed SOW is needed, as follows: 


For in-house technical assistance providers, write a SOW that  ▪
leaves the next steps option open, according to findings and 
recommendations from the initial technical assistance. SOWs for 
in-house technical assistance providers should also explain how the 
technical assistance is related to their job description, to periodic 
employee assessments, and to the individual’s workplan.


For external technical assistance providers, write a specific SOW  ▪
within a contract that allows for the possibility of subsequent task 
orders to follow up on the initial SOW. This will allow several 
assignments or task orders under one contract.4  


2 A technical assistance provider is any entity (organization or individual) from outside 
the specific office of the requesting PVO or non-governmental organization (NGO), whose 
services must be negotiated and formalized. In this definition, these providers can include 
external consulting firms or individual consultants; internal technical advisors from PVO 
headquarters, or regional officer, chapters, and so on.


3 These are usually posted on PVO Intranet sites under human resources headings.


4 With this approach, include a general purpose in the contract, along with the overall 
technical assistance provider and contractor responsibilities. The technical assistance 
provider’s daily rate, contractor support, and so on are included in the contract. For details, 
consult the PVO Web site and contracting unit.
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Preparing the Scope of Work


tools & resources


Writing a SoW


SoW Budget Worksheet


Consider the questions below before writing the SOW. Other questions may 
come up, based on the specific situation and needs.


What products or results  ▪
are needed at the end of 
the proposed technical 
assistance? What are the 
deliverables?


What expertise is needed  ▪
to create the products or 
results?


Who will manage, host and/ ▪
or support the technical 
assistance provider? How 
much time will that involve?


How much will on-site staff  ▪
be involved in creating the 
products or results?


How much time is needed to  ▪
produce each deliverable? If the time allotted is too short, the quality 
of the outcome will suffer. Consider how long it will take to complete 
the work including time to brief a technical assistance provider and 
review background information, organizational culture, and so on. 


What is the budget? Is the budget feasible given the time and other  ▪
resources needed? Does the budget include necessary equipment and 
transportation? 


the more specific 


the answers to these 


questions, the more likely 


that there will be a satisfactory 


outcome from the proposed 


technical assistance. A poorly 


written SOW and inadequate 


budget often result in frustrations 


both for the client and for the 


technical assistance provider. Take 


the time to clearly articulate on 


paper the proposed process and 


the results needed.


Box 1: Writing a SOW


Be specific in writing the SOW.  
For example, instead of writing:  
Our office has decided that we need help in completing our program plan 
of staff and partner capacity building for the new USAID grant.


Be more precise and write:  
To proceed effectively with staff and partner capacity-building efforts, 
technical assistance is needed to complete a training needs assessment and 
to develop a training package for the country program.
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Basic Elements of a SOW


A SOW includes several standard parts. The following sections discuss each 
part and include examples of specifications needed in a SOW. Please note, 
however, that all examples are hypothetical.


Background and Purpose for the Technical Assistance 
What is the situation that led to the need for assistance? This could be  ▪
a new project, a change in the organization, an evaluation, or the need 
to build new skills or to update or reinforce old ones. Clearly define 
the situation to help define the type of capacity building needed. 


What is the overall purpose of the technical assistance requested, i.e.,  ▪
what needs to happen as a result? Think about the broader desired 
impact, not just specific deliverables. Deliverables are discussed 
below. 


Technical Assistance Provider Responsibilities


Most organizations have standard boilerplate material about the contractual 
obligations they expect from their external technical assistance providers.5  
These are often available on the organization’s internal Web site or Intranet. 
These materials are usually included in the contract signed by external 
technical assistance providers. The contract is a more general document than 
the SOW. The contract should include expectations about proprietary rights 
to materials produced, document standards, and guidelines for submitting 
expenses and invoices. 


The SOW should also include the name of the person(s) supervising the 
technical assistance and reporting expectations. Include the contractor’s places 
of work and how the materials will be reviewed, including a timeline for 
editing and revisions. Note the number of days for each task in the SOW.


5 Boilerplate materials are standardized materials that are for use by everyone in an 
organization in certain circumstances, such as preparing a SOW. They may be organization-
wide or specific to a region or particular office. If these do not exist, the person preparing 
the SOW will need to write these sections.


Preparing the Scope of Work
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Preparing the Scope of Work


Box 2. Specify Tasks and Deliverables


Tasks Details and Deliverables Number  
of Days


Review 1. 
Background 
Materials 
and Initial 
Planning


The contractor provides some 
background materials; and the technical 
assistance provider locates and reviews 
supplementary sources, as needed. Some 
modification of the products and their 
descriptions may be made as a result 
of this task if mutually agreed upon by 
the technical assistance provider and 
contractor.


2


Produce 2. 
a Needs 
Assessment  
Tool


Use and adapt existing needs assessment 
materials to produce a needs assessment 
questionnaire. An adapted version of 
this questionnaire can also serve as an 
assessment tool to use with partner 
organizations.


2


First Deliverables Needs assessment tool  ▪
A form for collating information about opportunities  ▪
on a community-wide basis 


Develop 3. 
a Needs 
Assessment 
Package


Produce tools for assessing capacity-
building needs, including reasons and 
resources for initiating a partner staff 
capacity-building program. Use general 
questions and checklist items that can be 
adapted to a specific site. Some items may 
be used to generate ideas about what it 
takes to monitor and evaluate a program. 


The tools should be usable with individual 
managers and for use in small groups to 
guide discussion. 


4


Second 
Deliverables


Needs Assessment Package  ▪
An overall picture of how many employees are  ▪
interested in training opportunities, what kind of 
skills they want to develop, and what kind of time 
commitment they can make.


Produce 4. 
Training 
Modules


These modules will provide a basis for 
designing a custom capacity-building 
training for a specific partner. The topics 
will be covered through brief background 
materials and training exercises and other 
methods, as appropriate.


8


Third 
Deliverable


Training objectives for each topic
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Preparing the Scope of Work


Contractor Responsibilities6 


This section provides details on what the technical assistance provider can 
expect from the contracting organization in terms of technical support, 
equipment (such as a laptop and printer), background information, work 
space, payments, travel arrangements, and expenses. Clearly state if the 
technical assistance provider or the organization is responsible for the final 
production of a document. 


Even though the basics of this section are in boilerplate  


materials for the contract, the manager will need to include  


specifics in the SOW.


Special Circumstances


There may be instances when unusual circumstances call for adaptation in 
a SOW. While most SOWs will not include this section, it is important to be 
aware of this circumstance. 


Box 3. Building Change into a SOW


Be as precise as possible. For example, state:  
If the planned field activities cannot be completed due to unanticipated 
events, then the technical assistance provider’s work plan will be modified 
accordingly to ensure completion of the agreed-upon tasks. 


any substantive changes in the SoW should be made in a formal 


amendment to the SOW, approved at all levels involved. Otherwise, 


the primary responsibility of the technical assistance provider remains 


as stated in the original SOW. Make sure all changes are in writing and 


amended to the SOW.


 


Budget 


A budget is a critical part of any SOW, whether it is for an external consultant 
or for a PVO’s technical expert. First, the manager must determine whether 
sufficient funds exist to contract for a specific service. For the PVO manager, 
this is an essential component of negotiating with other PVO units about cost-
shared activities. 


6 Contractor responsibilities are usually available in boilerplate form; check the agency’s 
Intranet site for this information.
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Preparing the Scope of Work


Through careful budget preparation, managers can avoid misunderstandings 
and ill-conceived expectations. A list of budget categories to be discussed  
and agreed on is displayed below. The same budget categories are needed  
for external and internal technical assistance providers. The daily rate for  
an external technical assistance provider is stated in the contract with the  
PVO and in the Contractor’s Responsibilities section of the SOW. The daily 
rate should also be included in the budget when in-house technical  
assistance is sought.


Box 4. Sample SOW Budget Worksheet


Total 
Funds 
Required


Responsible Party for Funds (Include account 
code for each budget category)


Budget Category Amount 
(USD)


Contracting 
Unit


Technical 
Unit


Other 
Collaborators


% Charge 
Code


% Charge 
Code


% Charge 
Code


Airport and local 
transportation


Airfare


Excess baggage


Postage/freight


Visa costs


Immunizations


SOS/MEDEX 
insurance


In-country travel


Hotel


Meals/per diem


Equipment/
facilities rental


Materials


Office and 
supplies


Internet/phone


Other


Totals
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Evaluation results 


highlight what worked 


and what did not work, 


but most importantly the 


evaluation can provide 


information on how to 


achieve results more 


effectively in the future.


Evaluating Training and Workshops 


Evaluation is a critical part of any activity. Evaluation results highlight what 
worked and what did not work, but most importantly the evaluation can 
provide information on how to achieve results more effectively in the future. 
Therefore, a PVO or NGO will want to build evaluation into any technical 
assistance that it requests. 


Training and Workshop Evaluations 


It is recommended that a simple standardized form be used in the final 
evaluation of training and workshop events. A sample is provided below. This 
evaluation form builds on field tests of earlier evaluations in both operational 
and programmatic training.7  


A short evaluation form is used for several reasons. First, it is easier for 
participants to complete a short form. Second, it is important to leave room for 
the event organizers or facilitators to add in some questions. Sometimes the 
organizers may need more specific kinds of feedback, such as: 


The utility of different pilot tools, exercises, case studies, and so on ▪


Whether an innovative practical exercise or a logistically complex and  ▪
expensive fieldtrip was worthwhile


How well gender-equity norms were respected and reflected during  ▪
the event.


Additional questions can be inserted between questions 3 and 4 on the form. 
However, try to keep the form as short as possible. 


Key tips for producing a good evaluation form are to: 


Be sure to leave adequate time for participants to complete the  ▪
form—a half-hour is recommended—so that they know that their 
feedback is important. 


Ask people to write clearly and neatly. ▪


After the forms are completed, the workshop organizer should summarize the 
results or answers and include this information in the workshop or training 
report. 


7 If an organization needs additional evaluation information beyond what is stated on this 
evaluation form, the organization should consider other types of evaluation, such as looking 
at the impact of training and workshops in more detail.
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Evaluating Training and Workshops 


tools & resources


Sample Final Evaluation Form


Sample Form to Evaluate 
technical assistance


Final Evaluation for Training and Workshops


In the sample form (see box 5), the first and fourth questions provide some 
information on the participants. This helps assess course relevance for specific 
job responsibilities. The other questions address how the participant would 
evaluate the workshop. 


Box 5. Sample Final Evaluation Form


Event: Date: Location:


Dear participant: 
The purpose of this evaluation form is to get your views about the 
workshop that you have just completed. The information will allow us 
to determine the extent to which the course objectives were achieved, 
how each aspect of the course contributed towards the attainment of 
the objectives, and how we could improve the workshop for future 
participants. It is very important that we receive your feedback today. 
Please note that your answers will remain confidential.


1. How were you selected to participate in the workshop? Please check 
one or more boxes.


 � I asked my supervisor.


 � This was part of my employee development plan.


 � My supervisor asked me to attend.


 � Other (Please specify): 


2. What did you like most about the training/workshop, e.g., the 
pre-workshop organization, content, presentation style, quality of 
facilitation/instruction, handouts, and duration? Other? Please be 
specific. 


3. What would you change about the training/workshop, e.g., the 
pre-workshop organization, content, presentation style, quality of 
facilitation/instruction, handouts, duration, other? Please be specific. 


4. What parts of your learning will you apply immediately in your own 
work? 


5. Taking into account all the above, please give your overall rating of the 
technical assistance by circling one number below. 


Excellent Good Adequate Poor Very Poor


5 4 3 2 1


6. Are there any further comments you would like to make? 


Thank you for taking time to complete this training evaluation!
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This evaluation form 


is designed to help 


achieve the delivery of 


higher quality technical 


assistance in more 


responsive and effective 


ways, and, as needed, 


to help select the best 


consultants to do so.


Evaluating Technical Assistance


a similar standardized form can be used to evaluate technical assistance. The 
evaluation form is designed to work not only for on-site technical assistance 
visits and consultancies, but also for electronic or other forms of technical 
assistance delivery.


Again, a short evaluation form is recommended for several reasons. First, 
participants are more likely to complete a short form than a long one. Second, 
the form is written to be open-ended, so that the evaluators can write as 
much and as candidly as possible in the case of in-house technical assistance 
providers. 


The task manager should provide follow up to ensure that the forms are 
completed and returned to the out-of-house technical assistance provider. 
To better interpret the feedback, respondents are asked to indicate their 
organizational title and unit in their country program, regional office, or 
headquarters unit. Let the respondents know that their feedback will remain 
confidential. 


The completed form should be returned to the staff person who delivered the 
technical assistance or, in the case of a team of technical assistants, to the team 
leader. If consultants provided the technical assistance, return the form to the 
staff member who managed the consultancy.


This evaluation form is designed to help achieve the delivery of higher quality 
technical assistance in more responsive and effective ways, and, as needed, to 
help select the best consultants to do so.


Box 6. Sample Form to Evaluate Technical Assistance


Dear participant: 
The purpose of this evaluation form is to get your views about the technical 
assistance that you have just received. The information will allow us 
to achieve the delivery of higher quality technical assistance in more 
responsive and effective ways and, as needed, to help select the best staff 
and consultants to do so. It is very important that we receive your feedback. 
Please note that your answers will remain confidential. 
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Evaluating Technical Assistance


Background Information


The technical assistance was provided by :1. 


Staff name: 
Staff title: 
Staff unit:


Consultant name: 
Consultant title: 
Consultant specialty:


Recipient country program(s), regional office(s),  2. 
or headquarters unit(s):


Country program or regional office manager for the  3. 
technical assistance:


Name: 
Title: 
Contact info: Email:  Tel:


Purpose of technical assistance in brief:4. 


Dates of technical assistance:   From:   To: 5. 


Your title and unit:  6. 


Title: 
Unit: 
 
Please note that your answers will remain confidential.


Evaluation of the technical assistance


What did you like most about the technical assistance provided? How 1. 
was it helpful? Please provide details.


What would you change about the technical assistance?  2. 
Please be specific.


How will the products and/or your learning from the technical 3. 
assistance help immediately in your own work? Please be specific.


Are there any further comments you would like to add about the 4. 
technical assistance?


Taking into account your responses above, please give your overall 5. 
rating of the technical assistance by circling one number below:


Excellent Good Adequate Poor Very Poor


5 4 3 2 1


Thank you for taking the time to complete this technical assistance 
evaluation form!
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A trip report is a 


document that serves 


several purposes, but its 


primary use is to provide 


a record of activities that 


are completed during a 


field technical assistance 


or training visit.


Technical Assistance Reports 


The forms and guidelines in this section are designed to standardize trip 
reports. The activity manager should provide these forms to PVO technical 
advisors or outside consultants for their use in writing trip reports and letters 
of appreciation.


Writing a Trip Report


A trip report is a document that serves several purposes, but its primary use 
is to provide a record of activities that are completed during a field technical 
assistance or training visit. It is helpful to implement a standard format 
for such reports so this information may be easily compiled according to 
programs, projects, type of activity, or location. 


Perhaps the most important consideration to keep in mind when writing a trip 
report is to determine which information will be the most useful to the people 
who will be reading the report. The primary audience is the task manager. 
Usually brevity is desirable. Several sections are required, as follows.


Box 7. Sample Trip Report Format


Title Page


From 1. (insert name of technical assistance provider)
Title of report2. 
Date and site of visit3. 
Report to 4. (insert name of task manager)
cc 5. (insert names of other persons as relevant)
Date of report submission6. 


Acknowledgements 
In this section, technical assistance providers should express appreciation 
to the PVO staff who hosted their field visits and acknowledge any other 
staff or individuals who assisted during the trip, helped in the background 
work for the trip report, or reviewed the report findings.


Executive Summary 
This is a brief overview of each of the sections of the report, with an 
emphasis on findings and recommendations. Keep in mind that a person 
should be able to read the executive summary as a separate document and 
know why the trip was important and the trip results or findings.
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Technical Assistance Reports


tools & resources


Sample trip report Format


Main Section: Sectoral/thematic Focus 
The purpose of the trip is included in this section. If changes were made 
in the purpose, state the changes made and their impact on the work. This 
section should focus on the program in context of the general background 
provided in the previous section, emphasizing program strengths.


Findings and Recommendations 
This section states the findings in terms of problem statements with 
proposed alternative solutions. It is important to identify program/project 
strengths as well. Recommendations include technical, partnership, policy, 
emergency preparation and mitigation, general staffing, training, M&E, 
donor relationships, fundraising, and so on. 


Next Steps  
Following the findings and recommendations, this section includes details 
about follow-up plans for the technical assistance. A table format (see 
below) may be useful. Include specifics on who is responsible for specific 
follow-up tasks, when each follow-up task should be done, and the reasons 
for actions.


Follow-up action Who? When? Comments


Conduct needs 
assessment


Field office and 
partners


In next three 
months


To get 
information 
necessary 
for planning 
training


Develop training 
package


Consultant As soon as 
possible 
after needs 
assessment


So capacity 
building can 
proceed


Appendixes (see below)


Typical Trip Report Appendixes 
Original SOW ▪


Trip itinerary  ▪


Contacts ▪


List each person the technical assistance provider met with or had  ▫
telephone or email information exchanges with


List names with affiliation, titles, and contact information ▫


Organize the contacts by affiliation ▫


References ▪


Acronyms ▪


Additional information/relevant documents to support report ▪
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Box 8. Sample Contact List for a Trip Report


PVO U.S. Office


 Andrew Jordan Program Technical Director


 Rebecca Lester Development Associate


 Frederick Andorski Program Officer


PVO Africa Office


 Joe Andubwe Program Design and Technical Support 
Director


 Laura Stewart Vice President for Africa Operations, 
Program South Africa CSC Manager, and 
Internal Co-evaluator for BHR/PVC Final 
Evaluation of ConServe


Partner Organizations


 Aristide Jolla TMS Stewardship Director for the Mexico 
Region


 Foster Franks Solkwe Ltd., Managing Director


U.S. Government Agencies


 Wilbur Prince USAID/Uganda Environmental Resource 
Program Manager and SO2 Team Leader


 Singe Howard USAID/Tanzania Biodiversity Specialist 
and AAAS Fellow in support of the Mission 
Environmental Resources Officer


Officers and Members of Communities Served


 Ololosokwan Community Approximately 20 men and 6 women


 Sinya Community Approximately 17 men and 3 women


Technical Assistance Reports
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A thank-you letter should 


be sent on appropriate 


letterhead immediately 


upon return from a trip.


Technical Assistance Follow up 


a thank-you letter should be sent on appropriate letterhead immediately upon 
return from a trip. Obviously the content will be revised to be appropriate to 
each situation. In some instances you may want to send letters of appreciation 
to more than one person, such as a partner contact who was especially helpful 
or a ministry official who took time to meet with you. In those cases a copy 
should go to the task manager. 


Box 9. Sample Thank-You Letter


PVO  
1234 Main Street, Suite 201 


Washington, DC 20006 USA 
Tel:  202-555-1111    Fax:  202-555-1113     Email: info@info.edu


August 8, 2008


Mrs. Magdalena Gonzales 
Director 
Women’s Health Center 
1234 Terrace Ave. 
Guatemala City, Guatemala 


Dear Mrs. Gonzales, 


Thank you for your assistance and support during my recent trip to Guatemala City 
to evaluate the maternal and child activities of the Women’s Health Center. It was a 
privilege to work with you and your colleagues to document the achievements and 
challenges of the Center and its staff. 


I hope that the work we were able to accomplish makes a positive contribution 
to your program. I especially want to express my appreciation for your staff’s 
presentation of its achievements in 2007. This information was extremely valuable 
to me as I prepared my evaluation report. 


As we discussed, I am including the recommendations in my trip report and 
sharing the results with my colleagues at headquarters. 


Again, please thank your staff and colleagues for their gracious support during my 
stay. 


Sincerely,


Joan Taylor 
Health Advisor


cc: USAID Project Manager
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Annex I 
Writing a SOW


Background 1. 
 
 


Statement of Purpose 2. 
 
 


Consultant Responsibilities 3. 
 
 


Contractor Responsibilities 4. 
 
 


Tasks and Deliverables 5. 
 
 


Budget 6. 
 
 


Budget narrative should briefly explain any special arrangements or explanations as needed for any budget 
category. A blank budget category table is provided in Annex II. 
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Annex II 
SOW Budget Worksheet


Total 
Funds 
Required


Responsible Party for Funds  
(Include account code for each budget category)


Budget Category Amount 
(USD)


Contracting Unit Technical Unit Other 
Collaborators


% Charge 
Code


% Charge 
Code


% Charge 
Code


Airport and local 
transportation


Airfare


Excess baggage


Postage/freight


Visa costs


Immunizations


SOS/MEDEX insurance


In-country travel


Hotel


Meals/per diem


Equipment/facilities rental


Materials


Office and supplies


Internet/phone


Other


Totals
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Annex III  
Sample Final Evaluation Form


Event: Date(s): Location:


Dear participant: 
The purpose of this evaluation form is to get your views about the workshop that you have just completed. 
The information will allow us to determine the extent to which the course objectives were achieved, how each 
aspect of the course contributed towards the attainment of the objectives, and how we could improve the 
workshop for future participants. It is very important that we receive your feedback today. Please note that 
your answers will remain confidential.


How were you selected to participate in the workshop? Please check one or more boxes.1. 


I asked my supervisor. �
This was part of my employee development plan. �
My supervisor asked me to attend. �
Other (Please specify):  �


What did you like most about the training/workshop, e.g., the pre-workshop organization, content, 2. 
presentation style, quality of facilitation/instruction, handouts, and duration? Other? Please be specific. 
 


What would you change about the training/workshop, e.g., the pre-workshop organization, content, 3. 
presentation style, quality of facilitation/instruction, handouts, duration, other? Please be specific. 
 


What parts of your learning will you apply immediately in your own work? 4. 
 


Taking into account all the above, please give your overall rating of the technical assistance by circling one 5. 
number below. 


Excellent Good Adequate Poor Very Poor


5 4 3 2 1


Are there any further comments you would like to make? 6. 
 
 
 


Thank you for taking time to complete this training evaluation!
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 Annex IV 
Sample Form to Evaluate Technical Assistance


Dear participant: 
The purpose of this evaluation form is to get your views about the technical assistance that you have just 
received. The information will allow us to achieve the delivery of higher quality technical assistance in more 
responsive and effective ways and, as needed, to help select the best staff and consultants to do so. It is very 
important that we receive your feedback. Please note that your answers will remain confidential.


Background Information


The technical assistance was provided by :1. 


Staff name: 
Staff title: 
Staff unit:


Consultant name: 
Consultant title: 
Consultant specialty:


Recipient country program(s), regional office(s), or headquarters unit(s): 2. 
 


Country program or regional office manager for the technical assistance:3. 


Name: 
Title: 
Contact info: Email:  Tel:


Purpose of technical assistance in brief: 4. 
 


Dates of technical assistance:   From:   To: 5. 


Your title and unit:  6. 


Title: 
Unit: 
 
 
Please note that your answers will remain confidential. 
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Annex IV Sample Form to Evaluate Technical Assistance


Evaluation of the technical assistance


What did you like most about the technical assistance provided? How was it helpful? Please provide 1. 
details. 
 


What would you change about the technical assistance? Please be specific. 2. 
 


How will the products and/or your learning from the technical assistance help immediately in your own 3. 
work? Please be specific. 
 


Are there any further comments you would like to add about the technical assistance? 4. 
 


Taking into account your responses above, please give your overall rating of the technical assistance by 5. 
circling one number below: 


Excellent Good Adequate Poor Very Poor


5 4 3 2 1


 
 
Thank you for taking the time to complete this technical assistance evaluation form!
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Annex V  
Sample Trip Report Format


Title Page


From 1. (insert name of technical assistance provider)
Title of report2. 
Date and site of visit3. 
Report to 4. (insert name of task manager)
cc 5. (insert names of other persons as relevant)
Date of report submission6. 


Acknowledgements 
In this section, technical assistance providers should express appreciation to the PVO staff who hosted 
their field visits and acknowledge any other staff or individuals who assisted during the trip, helped in the 
background work for the trip report, or reviewed the report findings.


Executive Summary 
This is a brief overview of each of the sections of the report, with an emphasis on findings and 
recommendations. Keep in mind that a person should be able to read the executive summary as a separate 
document and know why the trip was important and the trip results or findings.


Main Section: Sectoral/thematic Focus 
The purpose of the trip is included in this section. If changes were made in the purpose, state the changes made 
and their impact on the work. This section should focus on the program in context of the general background 
provided in the previous section, emphasizing program strengths.


Findings and Recommendations 
This section states the findings in terms of problem statements with proposed alternative solutions. It is 
important to identify program/project strengths as well. Recommendations include technical, partnership, 
policy, emergency preparation and mitigation, general staffing, training, M&E, donor relationships, 
fundraising, and so on. 


Next Steps  
Following the findings and recommendations, this section includes details about follow-up plans for the 
technical assistance. A table format (see below) may be useful. Include specifics on who is responsible for 
specific follow-up tasks, when each follow-up task should be done, and the reasons for actions. 


Follow-up action Who? When? Comments


Conduct needs 
assessment


Field office and partners In next three months To get information 
necessary for planning 
training


Develop training package Consultant As soon as possible after 
needs assessment


So capacity building can 
proceed


Appendixes 
Original SOW 
Trip itinerary 
Contacts 
References 
Acronyms 
Additional information/relevant documents to support report
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Preface


Monitoring and evaluation (M&E) are core responsibilities of American Red 
Cross and Catholic Relief Services (CRS) program managers and help ensure 
quality in our programming. Communicating and Reporting on an Evaluation 
is one in a series of M&E training and capacity-building modules that the 
American Red Cross and CRS have agreed to collaborate on under their 
respective Institutional Capacity Building Grants. These modules are designed 
to respond to field-identified needs for specific guidance and tools that did 
not appear to be available in existing publications. Although examples in the 
modules focus on Title II programming, the guidance and tools provided have 
value beyond the food-security realm.


Our intention in writing Communicating and Reporting on an Evaluation was to 
provide readers with information that helps private voluntary organization 
staff facilitate learning among individuals, groups, and organizations by 
communicating and reporting evaluation processes and findings more 
effectively, so all stakeholders get the most out of program evaluations. The 
module has leaned heavily on Torres et al. (2005) for its inspiration and ideas.


Please send comments on or suggestions for this module via e-mail to 
m&efeedback@crs.org.


Recommeded Citation: Stetson, Valerie. 2008. “Communication and Reporting on an 
Evaluation.” American Red Cross/CRS M&E Module Series. American Red Cross and 
Catholic Relief Services (CRS), Washington, DC and Baltimore, Maryland.
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its final stages, and Joe Schultz (CRS) and Jeanne Ivy, who were responsible 
for the graphic design work.
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Glossary


Evaluation audience is those individuals who receive information about 
the evaluation and its findings. Audiences include, but are not limited to 
stakeholders, (e.g., staff from other private voluntary organizations [PVOs] 
who would benefit from information about a particular program). 


Communicating/communication can be defined as “a linear transmission 
of information from a sender, through a channel to a receiver” to “a process 
by which information is exchanged between individuals.” In this module, 
communication is viewed as a dynamic continuous process of meaningful 
interaction among evaluation stakeholders. 


Critical reflection is when individuals or groups are invited to interpret, 
reflect on, make sense of, and analyze information—such as evaluation 
findings—in a respectful open atmosphere. Critical reflection promotes 
dialogue, an exchange of ideas and opinions that produces new learning and 
raises awareness of underlying values, beliefs, and assumptions.  


Dissemination means the communication of the actions by written, oral, and/
or audio-visual reporting of evaluators to foster knowledge of the evaluation 
findings among all right-to-know audiences. Dissemination is not use, 
although it is an important action that can encourage use. 


Evaluation manager is the PVO staff—often the head of the M&E unit or 
head of programming—designated by senior management to manage the 
evaluation. His/her main responsibilities usually include preparing the 
evaluation (compiling a briefing book, drafting a scope of work [SOW]), 
supporting the evaluation team and team leader during the evaluation, and 
facilitating the use of the evaluation. The evaluation manager is usually in 
charge of ensuring communication and reporting of the evaluation. 


Knowledge management is how findings and information are captured, 
organized, and shared in a timely manner.


Organizational learning is a continuous and dynamic process of growth and 
improvement that uses information (such as evaluation findings) to make 
changes.
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Glossary


Reporting is the presentation of information resulting from an evaluative 
activity. Evidence-based reporting is an approach to report writing in which 
statements made about the progress of a project are supported by verifiable 
information. Some reports have strong statements about progress made but 
little supporting evidence to justify the claim. 


Evaluation stakeholders are the individuals, groups, and/or organizations 
that may influence and/or be affected by the evaluation planning, activities,  
or findings. 


Utilization-focused evaluation is an approach that offers a practical 
framework for designing and conducting evaluations to enhance use. It 
concerns both how stakeholders apply evaluation findings and how they 
experience the evaluation process. 
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A communicating and 


reporting strategy 


includes a final written 


evaluation report as 


well as other interactive 


communication and 


reporting formats to help 


ensure understanding 


and use.


Executive Summary


understanding and learning occur when evaluation processes and findings 
are effectively communicated and reported. Active involvement of evaluation 
stakeholders in all phases of an evaluation ensures ownership and use.  
A communicating and reporting strategy includes a final written evaluation 
report as well as other interactive communication and reporting formats to 
help ensure understanding and use.


Communicating and Reporting on an Evaluation aims to help PVO staff facilitate 
learning among individuals, groups, and organizations by communicating 
and reporting evaluation processes and findings more effectively. Successful 
experience shows that communicating and reporting an evaluation needs 
to be planned from the start, assigned a budget and resources, and include 
activities to be conducted throughout the evaluation process. Reporting 
formats should be varied, tailored to what the audience needs to know, and 
provided at the right time. Written formats should use clear, jargon-free 
language and include visuals such as graphs, charts, tables, photos and/or 
illustrations.


To plan an effective communicating and reporting strategy, PVO staff should 
consider the characteristics of the evaluation stakeholders and audiences, 
the purpose of communicating with them, and how best to communicate 
with them. A communicating and reporting strategy considers activities 
during all evaluation phases. For example, during the evaluation, progress 
and preliminary findings are reported; after the evaluation, the report is 
disseminated to outside audiences.


A final report is the most important way to communicate an evaluation. 
Other formats to consider include short communications such as brochures or 
newsletters, verbal presentations at debriefing meetings, and creative formats 
such as drama. Critical reflection events—such as working sessions—use 
facilitation methods to help stakeholders and audiences actively engage 
with evaluation findings. Electronic formats can help to disseminate reports 
to a wide audience; synchronous electronic communications, such as web 
conferencing, allow dispersed evaluation stakeholders to read and discuss an 
evaluation.
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Communicating and 


reporting both the 


evaluation processes 


and findings are 


the focal points for 


understanding, learning, 


and use to occur. 


Introduction                


Evaluation plays an important role in results-based development 
programming and is a catalyst for organizational learning (McMillan and 
Willard 2008; Torres et al. 2005; Willard 2008). Many PVOs now have an 
organizational learning agenda and staff to support that agenda. Patton 
(1997) emphasizes the use and application of new knowledge coming from an 
evaluation and suggests that an evaluator’s responsibility is to both facilitate 
use and disseminate findings.  


Communicating and reporting 
both the evaluation processes and 
findings are the focal points for 
understanding, learning, and use 
to occur. Yet evaluators continually 
complain that their evaluation 
reports are not read or shared 
and in some cases, the report’s 
recommendations are not used 
(Torres et al. 2005). Evaluators, 
managers, or organizational 
leaders often assume that people 
will understand, agree with, care 
about, or plan to take action on 
an evaluation’s recommendations 
(Rochow 2005). 


Evaluation understanding, ownership, and use are fostered by active 
involvement of evaluation stakeholders from beginning to end (Patton 1997). 
While final written reports are the most important evaluation product, 
additional communicating and reporting formats help ensure understanding 
and use (Torres et al. 2005). 


organizational learning 


is a continuous and 


dynamic process of growth 


and improvement that uses 


information such as evaluation 


findings to make changes.  


Knowledge management is 


how findings and information are 


captured, organized, and shared 


in a timely manner.  


Evaluation use means how 


people apply evaluation findings 


and also how they experience the 


evaluation process.


Purpose and Intended Users of this Module


Communicating and Reporting on an Evaluation aims to help PVO staff facilitate 
learning among individuals, groups and organizations by communicating and 
reporting evaluation processes and findings more effectively. 
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Introduction


Nearly all PVO staff have monitoring and evaluation (M&E) responsibilities 
and some may head an M&E unit. In addition to their day-to-day work, senior 
management often appoint an M&E PVO staff member to act as the evaluation 
manager  for major mid-term or final evaluations conducted by an external 
expert or team. Armed with guidance for effective communicating and 
reporting, PVO evaluation managers can better manage external evaluators 
and facilitate the exercise to enhance use.  


This module completes a three-part evaluation series, namely


Preparing for an Evaluation1. 


Managing and Implementing an Evaluation2. 


Communicating and Reporting on an Evaluation3. 


Communicating and Reporting on an Evaluation considers all phases of an 
evaluation—from early planning through to final reporting and follow-up. 
Ideas for communicating and reporting on an evaluation appear in the first 
and second modules. This module builds on these ideas by giving detailed 
practical guidance on communicating and reporting strategies. 


Communicating and Reporting Evaluations to Promote Use


All three modules reflect the utilization-focused evaluation (UFE) approach  
to maximize understanding, ownership, and use of findings by intended 
users. As stated above, research shows that evaluation use is increased  
by active stakeholder involvement 
from beginning to end (Patton 
1997). Additional benefits of 
involving evaluation stakeholders 
in all phases of an evaluation 
include sensitizing the outside 
evaluator to the local program 
context, improving accuracy of the 
findings, and identifying feasible 
recommendations (Torres et al. 
2005). 


UFE evaluations begin by 
identifying primary information 
users and the information they 
need, often called an evaluation 
stakeholder analysis. These 
stakeholders participate in the 
evaluation’s key activities and 
decision-making which range from 


Program Evaluation 


Standards related to 


utilization-Focused Evaluation


Stakeholder identification: 


Those involved in or affected 


by the evaluation should be 


identified, so that their needs can 


be addressed. 


Evaluation impact: Evaluations 


should be planned, conducted, 


communicated, and reported on 


in ways that encourage follow-


through by stakeholders, so that 


the likelihood that the evaluation 


will be used is increased.


Source: Joint Committee on 


Standards 2004.
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Introduction


drafting the evaluation scope of work (SOW) to developing or reviewing 
evaluation recommendations.


Roles of the External Evaluator and Evaluation Manager


Applying the UFE approach in the context of learning requires evaluators to 
work collaboratively with stakeholders. This has implications for the role and 
expertise of PVO staff and external evaluators in terms of how they undertake 
an evaluation and how they communicate and report on an evaluation. Trust 
and respect are vital. Collaboration is achieved through a series of meetings 
and small group work, requiring evaluators to use facilitation skills to 
promote reflection, dialogue, and action. 
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By knowing what 


the wider evaluation 


community has learned 


over time, PVO staff can 


apply good practices 


and be aware of (and 


then prevent or mitigate) 


potential challenges. 


Effective Communicating and Reporting


How can evaluation results be effectively communicated and reported on? 
What hinders success? By knowing what the wider evaluation community 
has learned over time, PVO staff can apply good practices and be aware of 
(and then prevent or mitigate) potential challenges. Reflect on your own 
positive experiences of communicating and reporting on evaluations and then 
compare it to the knowledge summarized below.


This section of the module reviews successful practices and challenges,  
and highlights selected ethical evaluation practices linked to communicating 
and reporting.


Successful Communicating  
and Reporting Practices


A study of evaluators’ communicating and reporting practices revealed a 
number of practices responsible for successful experiences. One of the most 
essential practices is that communicating and reporting do not wait for the 
end of the evaluation (Torres et al. 2005). Table 1 below further describes 
effective practices.


Table 1. Effective Practices


Timely 
and 
Frequent 
Contact


From the start, plan for effective communicating and reporting 
and assign a budget for these tasks.  During the evaluation, report 
and communicate on evaluation progress. Towards the end of 
the evaluation, communicate and report preliminary evaluation 
findings and negotiate recommendations. Frequent and ongoing 
communication is one way of showing respect. Negative evaluation 
findings are much harder to accept and to use constructively if they 
come as a surprise.  


It’s the 
Users!


All reporting and communicating formats must be tailored to what the 
audience needs to know. Evaluators need to understand how different 
stakeholder individuals and groups learn and process information. 
Avoid producing overly-long, academic-style reports for busy decision-
makers or neglecting illiterate or less powerful evaluation stakeholders.


Variety is 
the Spice 
of Life


A variety of reporting formats helps ensure understanding. These 
range from the final evaluation report and executive summary to 
working sessions, and drama or poster sessions. Table 6, below, 
provides a more complete list of reporting format options.
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Effective Communicating and Reporting


Keep 
Content 
Clear and 
Simple


Written formats such as reports, executive summaries, and fact sheets 
must use clear, jargon-free language and include visuals such as 
graphs, charts, tables, and illustrations to quickly communicate 
information and findings. Quantitative data should be presented 
alongside qualitative data. Recommendations should be prioritized, 
concrete, specific, and feasible.


Plan from the Start


Planning for communication and reporting evaluation processes and 
findings should begin at the first meeting with stakeholders. Evaluators 
can significantly increase an evaluation’s usefulness and impact on the 
organization by planning for communication, reporting, and dissemination 
from the start (Torres et al. 2005). See the section on guidelines and tools, 
below, for practical steps and guidance on this process. 


Collaborate and Interact


Communicating is a two-way street. Collaboration is powerful—not only does 
it increase ownership and enhance use by stakeholders—it also is respectful 
of others and can lead to better evaluation recommendations. Use Table 2 
to determine if your communicating and reporting strategies and formats 
include interactive methods that involve stakeholders. 


Table 2. Continuum of Interactive Communicating  
and Reporting Formats


Least Interactive Potentially Interactive Most Interactive


Written communications 
and evaluation reports


Verbal presentations Working sessions


News media 
communications


Poster Sessions Synchronous electronic 
communications


Web site communications Drama One-on-one discussions


Source: Adapted from Torres et al. 2005.


Collaboration can be threaded throughout all phases of an evaluation. For 
example, possible reporting format options can be discussed during the 
planning phase, stakeholders can be involved in interpreting preliminary 
findings during the implementation phase, and meetings can be held to share 
draft reports during the final phase. Remember to include time and other 
required resources, such as meeting costs, for example, for these types of 
collaborative activities in the evaluation plan.
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Effective Communicating and Reporting


Evaluation Ethics and Communicating  
and Reporting


The rights of human subjects in an evaluation are protected when evaluators 
apply ethical practices and simple common sense and courtesy. In 
communicating and reporting, an evaluation team should make every effort to 
do the actions listed in Table 3.


Table 3. Ensuring Ethical Practices in Communicating and Reporting


Action Example of this Action


Understand the cultural and social 
values of all participants


Use small groups in evaluation working 
sessions if subordinate staff are hesitant 
to speak critically about a program in 
front of their supervisors


Ensure communications are in the 
appropriate language


Translate the final evaluation report 
(sent in English to the donor) into 
the local language, such as French in 
Senegal, so that national staff can easily 
review the report


Never disclose identities of participants 
in reporting evaluation findings


Use pseudonyms for respondents, not 
their real names


Guard against other parties using the 
collected data for purposes different 
than those agreed to by the persons who 
provided the data


Use common sense in sharing 
evaluation results with the press; keep 
original data secure


Pay attention to the disclosure of 
evaluation findings, either through 
written or verbal communication


Disseminate written reports in a way 
so that they cannot be altered; provide 
reports fairly to all groups affected by 
the evaluation


Protect children’s and adolescent’s rights Invite an independent local stakeholder 
group to monitor evaluation 
communication activities with children 


Sources: Joint Committee on Standards 2004; Schenk and Williamson 2005.
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Think about 


communicating and 


reporting when first 


planning the evaluation. 


It’s important to do this 


from the start. 


Communicating and Reporting 
throughout an Evaluation  


Planning for communicating and reporting an evaluation begins at the first 
meeting with evaluation stakeholders and continues throughout all three 
phases of an evaluation. 


Phase 1: Planning and preparing for an evaluation 
Phase 2: Implementing and managing an evaluation 
Phase 3: Using the evaluation results


Traditionally, evaluation stakeholders view the final report as the climax and 
the report’s dissemination as the major mechanism for use (Patton 1997). 
Too often, the donor is singled out as the most important audience. While 
acknowledging the importance of a final evaluation report and a program 
donor, a more comprehensive communicating and reporting strategy is 
needed to promote learning and use. Practice shows that a continuous process 
of involving stakeholders (i.e., not forgetting local partners and communities) 
and discussing the evaluation leads to greater support, ownership, interest, 
and use (Torres et al. 2005; Guijt and Woodhill 2002). 


The next section provides guidance on communicating and reporting 
throughout all phases of an evaluation.


Four Steps to Effectively Communicate  
and Report on Evaluation Results 


The Preparing for an Evaluation module describes evaluation stakeholder 
analysis as an important step of evaluation planning. Evaluation stakeholders 
can range from the project donor to a community women’s group. They may 
have access to broadband Internet or be illiterate and live in an isolated village 
with no electricity. They may want to track evaluation progress, learn how to 
improve conditions, or make a funding decision based on evaluation results. 


Communicating and reporting strategies should respond to the various 
situations and needs of different evaluation stakeholders and audiences. 
The steps below will help you to develop a responsive communicating and 
reporting strategy. Note that these steps are one part of the overall evaluation 
plan.
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Evaluation stakeholders are individuals, groups, or organizations 


who may influence and/or be affected by the planning, activities, or 


findings of an evaluation. 


Evaluation audiences are those who receive information about an 


evaluation and its findings. They include stakeholders but others as well 


—for example, PVO staff in other countries who manage similar programs. 


Step 1: Identify Communication and Reporting Challenges 


The first step is to identify communication and reporting challenges so that 
the stakeholders can learn from the results. Table 4 lists the obstacles and 
challenges.


Table 4: Obstacles and Challenges


Obstacle or Challenge How It Affects Communicating and 
Reporting


General evaluation anxiety Just the word “evaluation” can  ▪
provoke anxiety among staff and cause 
resistance since the results can affect 
decisions about staffing or resource 
allocation. 
External evaluators, who need time to  ▪
establish trust and relationships, may 
increase anxiety.  


Failure to plan from the start Not communicating regularly with  ▪
stakeholders can cause disengagement, 
disinterest, and ultimately non-use of 
findings.
Evaluation teams find out too late  ▪
that no budget was allocated to report 
production, verbal presentations, or 
dissemination. 


Less-than-optimal organizational 
culture—defined as the management 
operating style, the way authority and 
responsibility is assigned, or how staff 
are developed


Staff may view negative or sensitive  ▪
evaluation results as shameful criticism 
and resist discussing them openly. 
Communication may be inefficient due  ▪
to loss of institutional memory because 
of rapid staff turnover or other reasons. 
Dissemination of performance findings  ▪
is hindered by leaders who are 
uncomfortable to share performance 
information in open meetings.
Ongoing communication during  ▪
an evaluation is inhibited by 
the organization’s dysfunctional 
information-sharing systems. 


Communicating and Reporting throughout an Evaluation
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Communicating and Reporting throughout an Evaluation


Overcoming Challenges


In theory, anxiety and resistance should be lessened by the participatory UFE 
approach and mitigated by a focus on evaluation as dialogue and learning, 
rather than judgment only. Treating evaluation stakeholders respectfully, in a 
way that protects their dignity, will also help. 


To mitigate challenges, evaluation teams should consider investing  
the time to:


Understand an organization’s context and culture ▪


Involve and seek support from decision-makers and senior  ▪
management


Prepare stakeholders for possible negative findings by asking them  ▪
“what if?” questions at the beginning (such as, “What if the evaluation 
shows that the project did not achieve its objectives?”) 


Plan for communicating and reporting from the start  ▪


Maintain frequent and close contact through interim memos, draft  ▪
reports, and meetings throughout the evaluation (Torres et al. 2005, 
Patton 1997).


In the end, however, there are factors not under the evaluation team’s control. 
Communicating and reporting evaluation findings will lead to learning and 
change only if the organization and individual stakeholders are ready and 
willing (Torres et al. 2005). 


Step 2: Define the Communication Purpose


Once stakeholders are identified, learn more about them to see what 
communicating and reporting strategies best meet stakeholders’ and other 
audiences’ needs and promote use. To do this, think about individual or group 
characteristics by answering the questions, below:   


For each individual or group, ask the following:


Do they need to be informed about 1. 
evaluation activities? And if so, 
when and for what reason?  


To build awareness �
To gain support  �
To show respect �


Do they need to review interim or 2. 
final findings? And if so, when and 
for what reason? 


To review evaluation progress �
To learn and improve �
To promote dialogue and  �
understanding among partners


Do they need to be involved in 3. 
decision-making?  And if so, when 
and for what reason?


To assess the likelihood of future  �
support
To help develop recommendations  �
To ensure use of the  �
recommendations
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Communicating and Reporting throughout an Evaluation


Step 3: Select the Communication Methods 


Now that the audience needs have been identified, the next step is to select 
the best communication method. Review the evaluation purpose from the 
evaluation SOW and consider expectations expressed by the stakeholders. 
Then, ask the individuals or group of stakeholders the following questions:


What is their familiarity with the 1. 
program or project being evaluated?


Very familiar �
Somewhat familiar �
Not at all familiar �


What is their experience in using 2. 
evaluation findings?


Long experience �
Some experience �
No experience �


What is their reading ability?  3. High �
Mid �
Low or non-reader (illiterate) �


What language(s) do they use to 4. 
communicate? 


______ for writing �
______ for reading �


How accessible are they? 5. Easily �
With some effort �
Isolated �


Source: Adapted from Torres et al. 2005.


Step 4: Develop a Communication and Reporting Strategy


With this assessment of stakeholder characteristics and knowledge of their 
information needs, the next step is to develop a responsive communication 
and reporting strategy. The strategy should describe who, what, when, and 
how to communicate. Use Table 5, below, to plan the strategy.


Table 5: Sample Planning Communication and Reporting Strategy 
Worksheet


Stakeholder and audience group 
or individual and summary of 
characteristics and purpose


Program donor, located in Washington, 
DC, needs to review final evaluation 
report for decision-making on future 
funding


What information (content) do they 
need?


Findings and recommendations


What format is best for them? Final evaluation report with executive 
summary


Debriefing meeting to be held at 
donor offices to present findings, 
recommendations, and intended actions
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When do they need it? June 15th - Evaluation Report


June 30th - Debriefing Meeting


Who will prepare and deliver the 
information?


Evaluation team to prepare written 
reports; PVO headquarters staff to 
prepare debriefing meeting agenda and 
presentation


What are the costs? Printing costs for 25 copies of 
written report; travel costs of staff to 
Washington, DC, for meeting; time for 
preparation of debriefing meeting


The Importance of Budgeting


As shown in the far-right column of 
Table 5, above, evaluation costs are 
an important part of the planning 
strategy. Evaluation planners 
often forget to allocate costs for 
printing, meetings (travel and venue), and disseminating evaluation findings. 
When resources are scarce, it becomes all too easy to ignore reporting back 
to communities or other stakeholder groups. Costs for translation and for 
printing and packaging can vary, depending on the country and printing 
facilities. Discussing costs early on will help to ensure that the communication 
and reporting strategy is realistic and that it does not dip into the budget for 
other necessary evaluation activities. 


The final piece of the communication and reporting strategy is a variety of 
formats and activities to be done throughout the evaluation, depending on 
available time and resources. Consult Table 6, below, for a menu of formats, 
descriptions, and tips to communicate and report on an evaluation.   


The communicating and reporting strategy almost always include a final 
written report. At the start, develop a report outline that is responsive to users 
and other audiences. This outline helps structure the evaluation, acts as a 
checklist of topics to cover, and helps the evaluation team get ahead in this 
time-consuming task. For example, program description and methodology 
sections can be written right after the evaluation starts. Also, let stakeholders 
know early on how and when the team will be communicating with them.


Remember, it’s important 


to budget for all evaluation 


costs upfront. 
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Communicating and Reporting throughout an Evaluation


Continue Communicating and Reporting  
with Stakeholders during the Evaluation


During evaluation implementation, include plans to inform or thank 
stakeholders for participating in data collection, communicate with them and 
report on evaluation progress, and present and discuss interim findings with 
these individuals or groups. 


The communication and reporting activities with stakeholders may include:  


Meetings with village leaders and beneficiaries to set up interviews  ▪
and feedback meetings at a convenient time for them


Short periodic meetings where the evaluation team updates a small  ▪
group of key stakeholders (such as a PVO country director) on 
progress


Weekly evaluation e-mails from the field-based evaluation team  ▪
describing progress and sharing preliminary insights that are sent to 
capital city or headquarters-based stakeholders


Monthly roundtables to update and inform a larger group of  ▪
stakeholders (for example, PVOs and their partners).


From the Field: Communicating Evaluation Progress 


In one country program, the project team worked closely with consultants who had 
developed a weekly status report to communicate progress to project staff. A cover 
e-mail was sent to the organization’s director and project manager with an attached 
report in a Microsoft Excel workbook. Color coding was used to highlight which 
evaluation tasks were complete (green), which were ongoing (yellow), and which 
were late (red); a column for comments and action was also included.


For more detailed information on communicating and reporting an evaluation 
during an evaluation, please refer to Willard (2008).


Promote Evaluation Use through 
Communicating and Reporting 


Key activities in this phase include the development, communication, and 
reporting of evaluation findings and recommendations. Recommendations are 
the formal linkage between an evaluation and its use and are often the most 
visible part of an evaluation report (Torres et al. 2005; Patton 1997). 
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Program Evaluation Standards related to recommendations and reporting


Solicit feedback from a variety of program participants about the credibility of 
the evaluation’s interpretations, explanations, conclusions, and recommendations 
before finalizing the report. Discuss common misinterpretation and inappropriate 
inferences that may be drawn from the information collected. 


Source: Joint Committee on Standards 2004.


The utilization-focused evaluation (UFE) approach involves stakeholders 
in developing recommendations. The evaluation team presents draft 
recommendations to stakeholders for review, discussion, and modification. 
Structured time spent in facilitated analysis and interpretation of findings 
can pay off in greater understanding of and commitment to using results. 
Another advantage of this approach is that negative or controversial findings 
can be communicated early on. In turn, the quality of the evaluation improves 
as evaluators can learn from stakeholder interpretation of data, often leading 
to more realistic and feasible findings (Patton 1997; Guijt and Woodhill 2002; 
Torres et al. 2005). 


Even large numbers of people can be consulted through small group 
tasks to invite their input on the report’s clarity, accuracy, and format and 
the appropriateness of its conclusions and recommendations. Through 
these kinds of consultations, stakeholders are already considering (and 
“using”) evaluation results (Torres et al. 2005; Patton 1997). At a minimum, 
evaluation stakeholders should always be given the opportunity to comment 
on evaluation findings or review the draft version of a final report. Also 
inform the stakeholders as to how the evaluation will be disseminated. 
Once evaluation findings and recommendations are finalized, they can then 
be communicated to other stakeholder groups, such as funding agencies, 
government agencies, and peer organizations.


From the Field: Involving Stakeholders in Developing Recommendations 


In an evaluation by World Vision, following the field work, the evaluation team 
produced a preliminary evaluation report. They structured a two-day data 
interpretation meeting, where the team had program staff work with the data. The 
team answered specific questions, gave feedback to the report authors on items that 
were unclear, and challenged findings that seemed unlikely to them. Flip charts 
were used to facilitate group work on the data and capture ideas. The outcome of 
this process was that project staff really knew the evaluation data. The evaluation 
team was confident that this process would ensure staff would thoroughly 
understand the results and use and refer to the report. 


Source: Personal communication with Jamo Huddle, World Vision International.
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Promote Learning through Dissemination


Disseminating an evaluation to outside audiences is an important part of a 
reporting strategy. Dissemination promotes learning and can also promote 
coordination and cooperation among peer organizations. Wide dissemination 
of evaluation recommendations can help ensure these recommendations are 
not overlooked. Advocacy is another common dissemination goal—to increase 
government or donor support for a particular program or promote action by 
citizens. 


Program Evaluation Standards related to Dissemination


In planning the dissemination of findings, consider a variety of methods such  ▪
as executive summaries, printed reports, audiovisual presentations, hearings, 
meetings, conferences, interviews, panel discussions, and newspaper accounts. 
Significant interim findings and evaluation reports should be disseminated to  ▪
intended users, so that they can be used in a timely fashion. 


Source: Joint Committee on Standards 2004.


Dissemination can be built into the evaluation process—for example, 
by involving partners in an evaluation—or done after the evaluation is 
completed. Dissemination strategies may include circulation of written reports 
and fact sheets, PowerPoint presentations, or publication of scholarly papers. 


From the Field: Tsunami Response Evaluation Dissemination 


A joint PVO program in Indonesia, which evaluated its response to the tsunami, 
disseminated findings and results as follows:


Organizing a multi-stakeholder roundtable where findings and results were  ▪
shared with other international nongovernmental organizations, government 
officials, and community leaders; and 
Submitting the evaluation report on the tsunami to the Active Learning Network  ▪
for Accountability and Performance in Humanitarian Action (ALNAP) evaluation 
database, which is available to the public. 


Source: Author.
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Regularly Revisit Evaluations


Communicating doesn’t stop right after the evaluation is completed and 
the final report disseminated. Smart evaluators never assume evaluation 
recommendations will be adopted without further action. There is debate 
within the evaluation community about the evaluator’s role in ensuring use, 
beyond the completion of the evaluation. Some suggest that active follow-
up is usually necessary to implement recommendations and to incorporate 
lessons learned in future decision-making processes (Kusek and Rist 2004; 
Patton 1997); others disagree saying that this is beyond the evaluator’s 
responsibility.


From the Field: Evaluation Review and Program Planning


A joint, multi-site PVO program called the Consortium for Southern Africa Food 
Emergency (C-SAFE), conducted a final evaluation. The process for producing 
the final report included two-day workshops for nongovernmental organization 
members in all countries to get feedback and validate the findings. At the same 
time, the PVO members were planning new programs and used the evaluation 
findings to adjust their plans for the coming year.


Source: Maunder 2005.
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When individual 


and organizational 


learning is the goal, the 


communicating and 


reporting strategy must 


consider how people and 


organizations learn best.


Guidelines and Tools for Communicating 
and Reporting on an Evaluation


Building on the four steps, mentioned above, this section includes practical 
guidelines, tools, and tips to communicate and report on an evaluation 
effectively. It focuses on presentation of data and information to different 
users according to their characteristics and information needs. 


Effectively Present Evaluation Information 


Commonly-used formats for presenting evaluation information are written 
reports, executive summaries, and verbal presentations. External evaluators 
may make conference presentations and submit evaluation results for 
publication. Other formats include critical reflection events, drama, and short 
communications such as newsletters and brochures (Torres et al. 2005). 


When individual and organizational learning is the goal, the communicating 
and reporting strategy must be to consider how people and organizations 
learn best. Research shows that people learn more when they are engaged 
with the learning material, when they see, hear, and do something with 
the content, and when they integrate new knowledge with something they 
already know (Torres et al. 2005).


Whatever format is used, the aim is to present information succinctly in a way 
that is easily understandable and that engages the audience. Communicating 
and reporting findings using as many formats and methods as appropriate 
will help reach diverse stakeholders and promote the use of the evaluation 
findings. As stated earlier, reaching a range of diverse stakeholders requires 
early planning to ensure that this is supported by a budget and other 
resources. 


Simplicity and Clarity: Reporting Standards 


Whatever the medium used for 
reporting, clarity is essential for 
audience understanding and report 
credibility and application. For an 
evaluation to be useful, it must be 
easily understood. Stakeholders 


an evaluation report 


should be clear and 


straightforward. Try to avoid 


unnecessary literature reviews or 


lengthy discussions of theories and 


methodologies (Davidson 2007).







Communicating and Reporting on an Evaluation  •  17


Guidelines and Tools for Communicating and Reporting on an Evaluation


should readily understand the evaluation purposes, what was evaluated, 
how the evaluation was conducted, what information was obtained, what 
conclusions were drawn, and what recommendations were made (Joint 
Committee on Standards 2004).


Simplicity as a virtue 


An evaluation can use sophisticated techniques to confirm the strength of its 
findings, but the next step is to think creatively about how to translate those 
findings into simple, straightforward, and understandable presentations. This 
process will focus the presentation and highlight the most important findings. 
Distinguish between the complexity of analysis and the clarity of presentation. 
Present the full picture without getting bogged down in details. 


Source: Adapted from Patton (1997).


Reporting Menu of Options


A final written report is an important way to communicate and report on an 
evaluation, but other formats should also be considered (Patton 1997). It is 
rarely a “one or the other” choice in selecting formats. Formats are usually 
combined and sequenced to promote collaboration—for example, drafting 
a report with preliminary findings and then conducting a working meeting 
with key evaluation stakeholders to validate the findings. Select the formats 
that are the most appropriate to the scope of the evaluation. Sequencing a 
series of communication formats in a skilful way can be very influential in 
communicating a report’s findings and recommendations (Torres et al. 2005).


Evaluation report audiences may range from individuals in government 
departments and donor staff to community groups. It is difficult to produce 
a single evaluation report that will meet the needs of all the users and 
stakeholders, so the solution is to consider presenting results in different 
ways. The full evaluation report is distributed to program staff, partners, 
government officials, and donor agencies. Other formats can be used to share 
evaluation results with wider audiences; these include brochures, debriefings, 
panel presentations, print and broadcast media, video presentations, 
drama, posters sessions, working sessions, or synchronous electronic 
communications.


Table 6 below presents a wide range of reporting options to consider and is 
followed by descriptions of each reporting option. Use this information to 
choose the formats that best fulfill the evaluation purposes and meet the needs 
of different stakeholders and dissemination audiences (Patton 1997). 
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Table 6. Evaluation Reporting Menu


Written 
Reporting


Verbal 
Presentations


Creative 
Reporting


Critical 
Reflection 
Events


Reporting Using 
Electronic 
Formats


Final evaluation  ▪
report
Executive  ▪
summary 
Interim or  ▪
progress reports
Human interest,  ▪
success and 
learning stories
Short  ▪
communications 
such as 
newsletters, 
brochures, 
memos, e-mails, 
postcards
News media  ▪
communications 
(print media)


Debriefing  ▪
meetings
Panel  ▪
presentations
Broadcast  ▪
media (radio or 
television)
Informal  ▪
communication 


Video  ▪
presentation
Dramas or  ▪
role-plays
Poster  ▪
sessions
Write-Shops ▪


After  ▪
Action 
Reviews
Working  ▪
sessions


Web site  ▪
communications
Synchronous  ▪
electronic 
communications 
such as 
chat rooms, 
teleconferencing, 
video and Web 
conferencing


Sources: Patton 1997; Torres et al. 2005.


Written Reporting 


The final evaluation report presents the full view of the evaluation. It serves 
as the basis for the executive summary, oral presentations, and other reporting 
formats, and is an important resource for the program archives. Many 
program donors have a prescribed format for required reports; follow this 
format carefully. However, many PVOs have their own generic report formats 
if the donor does not have a specific format; if so, the PVO format should be 
used (see Stetson et al. 2007).


See Annex II for an evaluation report checklist that can help guide discussions 
among evaluators and stakeholders regarding the content of evaluation 
reports. 


To effectively communicate negative or sensitive findings, it is important to 
present them in a way that promotes problem-solving so that stakeholders 
will not take a defensive position. Consider presenting positive findings first 
and then listing the negative findings. Use terms such as “accomplishments,” 
“success,” or “on target” for positive findings and then “making progress,” 
“needs improvement,” or “things to work on” for less-than-positive findings 
(Torres et al. 2005).


An executive summary is a short version—usually 1 to 4 pages—of the 


tools & resources


Evaluation report Checklist
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final evaluation report, containing condensed versions of the major sections. 
Placed at the front of the final evaluation report, it communicates essential 
information accurately and concisely. Executive summaries are typically 
written for busy decision-makers and enable readers to get vital information 
about the evaluation without having to read the entire report. The executive 
summary may be disseminated separately from the full report and should be 
understandable as a stand-alone document. 


The executive summary usually highlights evaluation findings and 
recommendations, but may also 
include a brief overview of the 
evaluation purpose, major questions, 
and research methods (Torres et al. 
2005; Kusek and Rist 2004).


Condensing 50 pages of a final 
report into a 1-page summary can 
take considerable time. Use the tips in the box below to make this job easier.


“I’m sorry that the letter  


I have written you is so long. 


I did not have time to write  


a short one.”


George Bernard Shaw


Tips for Writing an Executive Summary


Read the original document from beginning to end √
Start the executive summary with conclusions and recommendations √
Underline all key ideas, significant statements, and vital recommendations √
Edit the underlined information √
Rewrite the underlined information √
Edit the rewritten version by eliminating unnecessary words and phrases  √
Check the edited version against the original document to ensure that the  √
essential information is captured, including project successes and challenges
Ensure that only information from the original report is presented √


Interim or progress reports present the interim, preliminary, or initial 
evaluation findings. Interim reports are scheduled according to specific 
decision-making needs of evaluation stakeholders. While interim reports can 
be critical to making an evaluation more useful, they can also raise issues if 
interpreted incorrectly. To avoid this problem, begin interim reports by stating 
the following:


Which data collection activities are being reported on and   ▪
which are not 


When the final evaluation results will be available  ▪


Any cautions for readers in interpreting the findings   ▪
(Torres et al. 2005).


Human interest, success, and learning stories are different ways to 
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communicate evaluation results to specific audiences. 


Human interest stories  ▪
document the experiences 
of individuals affected by 
PVO projects and help to 
personalize the successes 
and challenges of PVO 
work. 


Success stories are  ▪
descriptions of the “when, 
where, what, why, and 
how” a project succeeded in 
its objectives. 


Learning stories narrate  ▪
cases of unanticipated 
project difficulties or 
negative impacts, how 
these were identified and 
overcome, and what was 
learned that may be helpful 
in the future or to others (De Ruiter and Aker 2008; Long et al. 2008). 
These can be included in the final report or provided in an annex.


For more information on how to write these stories consult Human Interest 
Stories (De Ruiter and Aker 2008), Success and Learning Stories (Long et al. 
2008), and Writing Human Interest Stories for M&E (Hagens 2008).


Putting a Human Face on 


M&E


In 2003, USAID’s Office of Food 


for Peace (FFP) requested that 


short narratives of Title II activities 


and impacts be included as part 


of annual results reports. Other 


donors are also increasingly 


interested in putting a human 


face on M&E data in reports. These 


short narratives or stories may also 


be used for advocacy in media 


campaigns (De Ruiter and Aker, 


2008; Long et al. 2008). 


From the Field: Stories to Document Peacebuilding 


PVO field workers in West Timor used storytelling as an evaluation report process. 
A book was produced that documented best practices from PVO and partner 
experiences integrating peacebuilding with relief for East Timorese refugees in West 
Timor. The book contained short story narratives by field staff and a synthesis of 
lessons learned. 


Sources: Lederach et al. 2007; Visser 2004.


Short communications—such as newsletters, bulletins, briefs and 
brochures—serve to highlight evaluation information, help to generate 
interest in the full evaluation findings, and serve an organization’s public 
relation purposes. Their format can invite feedback, provide updates, report 
upcoming evaluation events, or present preliminary or final findings. These 
formats may be less useful if the evaluation is primarily qualitative, and when 
a full description of the evaluation context is critical to interpreting results 
(Torres et al. 2005).


These short communications differ from each other in the following ways:


Newsletters use a newspaper format. ▪


Bulletins are very short, frequently-circulated updates. ▪
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Brochures grab attention with an attractive multi-color cover.  ▪


Briefs use photos, data, graphs, and stories to present evaluation  ▪
results. 


These formats should be made visually attractive through use of color, layouts 
and varied headings and graphics. For example, evaluation progress can 
be reported in bullet points under the headings: work completed, work in 
progress, and upcoming work, making it easy for the reader to understand 
progress at a glance. Desktop publishing software makes developing eye-
catching and attractive newsletters, bulletins, and brochures easy (CDC 2007; 
Torres et al. 2005). 


Annex IV includes a brochure that CRS developed with its partners for 
Bridges of Hope, an HIV/AIDS Project in Cambodia. 


E-mails, memos, faxes, and postcards help maintain ongoing communication 
among evaluation stakeholders using brief messages. These formats can be 
used to update audiences about evaluation progress, invite them to participate 
in upcoming evaluation activities, follow up on decisions made at working 
meetings, and/or communicate how an evaluation’s recommendations will 
be used or implemented. Be aware that use of e-mail communication raises 
concerns about confidentiality and it’s useful to include a disclaimer at the 
bottom of e-mail messages. If feedback is being solicited on controversial or 
confidential evaluation information, these mediums are not the best choice 
(Torres et al. 2005).


From the Field: Postcard Update on Survey Data Collection 


The survey is now completed; there was a 79 percent response rate. In terms of 
rating the program, the responses were as follows:


39 percent: very helpful ▪
42 percent: somewhat helpful ▪
11 percent: not too helpful ▪
8 percent: not at all helpful. ▪


The full analysis will show what categories of participants found the program more 
or less helpful and why they rated it as they did.


Source: Torres et al. 2005.


tools & resources


Bridges of Hope Brochure
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News Media Communications


Evaluation results may be disseminated to the news media by sending copies 
of the evaluation report or press releases or through interviews of evaluation 
team members or evaluation stakeholders (Torres et al. 2005). Using the news 
media helps the project reach a large audience, such as the general public or a 
specific professional group. 


Use of media can also be tricky—there are no guarantees of what will actually 
be communicated. For this reason, contact the media only after other key 
stakeholders have reviewed the evaluation findings—no one likes to be 
surprised to read by reading about their program in the press. 


Guidance on Writing 


Useful evaluation reports get straight to the point. Users should not have to 
wade through theory and methodology searching for the answers to what 
they need to know (Davidson 2007). Whatever type of written report is done, 
ensure it is readable and uses a writing style that promotes understanding. 
Tips for writing clearly are listed in the box below.


Tips for Writing Clearly


Avoid technical terms that the audience may not understand  √
Know the audience and choose the appropriate style of writing √
Define key terms when necessary √
Adopt a conversational style if appropriate for the report (not those published in  √
scholarly journals)
Use only as many words as necessary to make your point (limit consecutive  √
prepositional phrases). 
Choose words that the readers will understand √
Write short sentences and check clarity of longer sentences by reading the text  √
aloud 
Consider using bullets to break up long sentences √
Write in the active voice and avoid passive language √
Use word processing tools for spelling, grammar and writing style (and the word  √
processing thesaurus), although proofreading is still required
Develop a logical structure for longer communications and reports (consistent  √
formats, subheadings, and so on)
Use bullets, boxes, text boxes, tables, and charts to convey information √
Avoid long footnotes √
Write and rewrite based on constructive feedback and according to the  √
evaluation SOW 
Use collaborative writing to stimulate creativity and reduce individual  √
workloads
Allow time for writing several drafts, getting feedback, and proofreading. √


Sources: Torres et al. 2005; CDC 2007.
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Most evaluation reports are written by an individual or by a small team. 
Reporting may also be an opportunity to strengthen staff or partner capacity. 
For example, some national team members may be more comfortable and 
produce better chapters if they write them in the local language (McMillan 
and Willard 2008). 


Guidance on Graphics 


Excellent graphics can communicate complex ideas with clarity, precision, and 
efficiency. Often the most effective way to describe, explore, and summarize 
a set of numbers is to look at pictures of those numbers (Tufte 1989). Data 
graphics visually display numbers and quantities by using points, lines, a 
coordinate system, numbers, symbols, words, shading, and color. Reports, 
executive summaries, and handouts or PowerPoint slides used in verbal 
presentations all benefit from accompanying graphics to capture attention, 
communicate key information at a glance, and increase understanding and 
memory retention. Think of graphics as giving the reader the greatest number 
of ideas, in the shortest time, with the least ink, in the smallest space (Kusak 
and Rist 2006; Patton 1997).


It is important to present graphics with written or verbal explanations to 
ensure the correct interpretation. If including graphics within the text of a 
report, describe the information to be found in them or interpret the meaning 
of the data presented (Torres et al. 2005).


Table 7, below, presents an overview of graphics options, the types of 
information each option communicates, and tips on using graphics effectively.
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Table 7: Overview of Graphics


Type of Graphic Information Communicated Tips


Line graph Shows trends over time, movements,  ▪
distributions, and cycles


Label lines rather than using a legend √
Try and use three lines at most √
Use different colors or different textures if  √
in black and white


Pie chart Shows parts of a whole ▪ Use six or fewer slices √
Arrange slices from largest or most  √
important from “12:00 o’clock”
Use bright contrasting colors √
Label pie slices √


Bar chart  
or cluster bar chart


Compares differences between similar  ▪
information (for example, percent 
distribution)
Cluster bar chart compares several items ▪


Use as few bars as possible √
Use color or texture to emphasize data  √
aspects
Place numbers showing bar values at top or  √
inside the bar


Other charts (flow, time 
series, scatter plot)


Show processes, elements, roles, or parts  ▪
of some larger entity


Use white space effectively √
Convey the message in the title √
Add the data source  √


Tables Describe, tabulate, show relationships  ▪
and compare
Conveniently present large quantity of  ▪
data


Assign each table an Arabic numeral √
Place the title immediately above the table √
Clearly label rows and columns √
Show the data source  √


Illustrations (diagrams, 
maps or drawings)


Effectively convey messages or ideas that  ▪
are difficult to express in words
Show organizational structures,  ▪
demonstrate flows
Show direction ▪
Use flow charts to show issues  ▪
Use map charts to show results  ▪
comparable across geographic regions or 
countries


Keep it simple—if a lot of explanation is  √
needed, use text instead
Use illustrations creatively as they help to  √
communicate
Include a legend to define any symbols  √
used
Use white space  √


Sources: Torres et al. 2005; Kusek and Rist 2004; Tufte 1989.
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Where the level of literacy is very low, tables with words and basic numbers 
can be turned into symbols or pictures. Use familiar round objects, such as 
oranges, coins or melons, to make a pie chart. These familiar symbols help 
people to see, understand, and remember the results (Feuerstein 1986).


Drawings or photographs can be used in evaluation reports to help visualize 
important aspects of qualitative data. As with graphics, make sure that the 
meaning of drawings or photographs are clearly described in the report.


From the Field: The Power of Drawings


An evaluator asked program staff to draw images of the old organization and 
what they hoped for in the new organization, as part of an evaluation for intended 
organizational changes. At the end of the evaluation, the findings were presented to 
organizational leaders and a few of these drawings were shared, as they illustrated 
some of the evaluation’s key findings. 


The leaders were struck by the drawings and were surprised to see staff reactions 
towards the planned changes; the leaders admitted that they had not considered the 
staff’s potential negative feedback. 


It is unlikely that the evaluation finding—communicated through words alone or 
even supported with verbatim quotes—would have had the same impact on these 
leaders.


Source: Torres et al. 2005.


Photographs help explain, clarify, and strengthen a written report narrative 
by illustrating project activities (such as people pumping water) or the project 
context (such as a classroom). Photographs also help to tell stories of program 
participants. 


Ensure photographs are shrunk to the appropriate size within the text. Also 
note that some field programs have difficulty downloading reports with 
too many photographs. (See De Ruiter and Aker [2008] for tips on taking 
photographs.) 
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Verbal Presentations


Verbal presentations help communicate evaluation progress or findings to 
stakeholders and other audiences. The advantage is that audiences can ask 
questions and communication is more interactive. Verbal presentations that 
include facilitated discussions can lead to dialogue among stakeholders and 
commitment to actions (see the section below on critical reflection events for 
more information) (Torres et al. 2005).


Debriefing meetings typically begin with a brief presentation, followed 
by discussion of key findings or other issues. Ongoing debriefing meetings 
may be held to communicate evaluation progress to program managers. 
A final debriefing meeting can be held with stakeholders to share and 
discuss key findings and recommendations from the final evaluation 
report. Panel presentations and community meetings are other examples of 
more formal debriefing meetings. Panel presentations can be used to bring 
together evaluation stakeholders to present key evaluation findings and 
recommendations or other evaluation components. Usually composed of three 
to four panelists; each individual makes a short presentation on some aspect 
of the evaluation. A moderator then facilitates discussion among panelists 
and between panelists and the audience (Kusek and Rist 2004). Community 
meetings bring the community stakeholders together with the evaluators or 
project staff to discuss the evaluation findings and get stakeholder feedback.


Much important evaluation reporting is interpersonal and informal. 
Communication about evaluations can occur during hallway conversations, 
over coffee or tea, during “brown bag lunches” (where each person brings his/
her own lunch), before and after meetings, over the telephone, and through 
informal networks.


Broadcast media can be useful when evaluation findings need to be 
disseminated beyond the primary stakeholders. In illiterate societies, radio is a 
very effective way to disseminate information; community radio stations (with 
a mandate for development) can provide low-cost production and often have 
local language translation capacity. 


Guidance on Verbal Presentations


Verbal presentations can be used alone or with a written report. When 
preparing the presentation, keep in mind what kind of information the 
audience will be most interested in and how best to engage their attention. 
Speak clearly and avoid presentations of detailed data. One well-known rule 
of thumb for verbal presentations is to “tell the audience what you will say, 
say it, and then summarize what you said.”
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Look for ways to make verbal presentations a learning event. For example, 
when presenting the data, guide the audience through the analysis from 
beginning to end and conclude with the findings and recommendations, 
explain why one recommendation was preferred to alternative options, and 
encourage audience feedback and participation (Casley and Kumar 1987). 


Consider these ideas for engaging an audience during a verbal presentation:


At the beginning, solicit expectations and questions ▪


Ask open-ended questions to audience members, written on flip  ▪
charts, and then note their answers


Adjust the presentation to audience reaction and nonverbal cues ▪


Allocate time for questions, answers, and discussions in small groups ▪


Get audience member reactions to the presentation and ask what  ▪
additional information they need (Torres et al. 2005).


Handouts or PowerPoint presentations provide visual support and increase 
audience understanding. Do not distribute full evaluation reports at the 
beginning of a verbal presentation as the audience will then spend their time 
reading the report rather than listening to the presentation (Torres et al. 2005). 
Short handouts, however, given before the presentation can reinforce the 
presentation. 


Tips for developing and presenting PowerPoint slides are included in the box 
below.


Tips for PowerPoint Presentations


Use the same style and formatting for each slide √
Use a design template that supports the information and does not distract from it √
Present information in phrases on the slide, not full sentences   √
(except when quoting)
Do not read from the slides  √
Use a large, 20-point or larger size font √
Time the presentation at one slide per minute √
Set all the equipment up beforehand and test to make sure everything is in  √
working order before the presentation begins.
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Creative Reporting


Consider using creative, but less-traditional communication formats to report 
evaluation findings. These formats can be crucial when reporting information 
to illiterate stakeholders, as they show respect for local communication 
traditions such as oral history. Information on using video presentations, 
critical reflection events, dramas or role plays, poster sessions, write-shops, 
after action reviews, and working sessions are presented below.


video presentations bring the combined power of visual imagery, motion, 
and sound. Videos can be shot in digital formats, edited on computers, and 
disseminated in CD-ROM or digital videodisk (DVD) formats. Although it is 
advantageous to have a presenter, videos can be distributed and viewed by 
wide numbers of audiences. Videos are especially useful for the following:


Presenting qualitative evaluation findings, such as interviews ▪


Documenting evaluation processes  ▪


Presenting evaluation findings about new programs ▪


Sharing evaluation findings with groups who cannot read evaluation  ▪
reports (Torres et al. 2005).


Tips to produce and present videos are included in the box below.


Tips for Video Production and Presentation


Establish the video purpose and criteria for selecting program events to be filmed √
Obtain permission from program participants before videotaping √
Ensure the videos planned for standalone pieces include sufficient background  √
information about the program and the evaluation
Consider the intended audience when determining the video length; shorter  √
videos (20-30 minutes) have a better chance of being included in meeting 
agendas.


Critical reflection events help to validate information coming from the 
evaluation, analyze findings, and then use this knowledge to inform decision-
making. Critical reflection can occur throughout the evaluation process, for 
example, during weekly review meetings or at the end, during a lessons-
learned workshop.


Sequenced open questions are used in critical reflection to encourage people 
to discuss, reflect, and analyze information. Authentic dialogue also requires 
that a facilitator or group establishes an environment of trust, respect, and 
collaboration among evaluators and stakeholders. Critical reflection is 
enhanced when people:
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Ask pertinent questions and display curiosity ▪


Admit what they do not know ▪


Uncover and examine beliefs, assumptions, and opinions against  ▪
facts, evidence and proof


Listen carefully to others ▪


Adjust opinions when new facts are found ▪


Examine successes and problems closely and deeply. ▪


Dramas and role playing are powerful ways to portray evaluation findings and 
to illustrate potential applications of recommendations. Torres et al. (2005) 
describe three theatrical formats where evaluation findings are presented and 
used to spark dialogue, as follows:


Traditional sketches1.  are developed from evaluation data (especially 
interviews and focus groups) and may also portray evaluation 
findings. Actors perform a sketch and then exit. The sketch is followed 
by a discussion among audience members guided by a facilitator. 


Interactive sketches 2. are provocative vignettes that engage audience 
members in thinking and talking about evaluation issues and 
findings. Following an interactive sketch, the audience discusses 
their reactions with the actors, who stay in character, again guided 
by a facilitator who also provides data from the evaluation. After the 
facilitated discussions, actors repeat the sketch, changing it according 
to the outcomes of the audience discussion. 


Forum theatre workshops3.  use role-playing. A facilitator presents 
evaluation findings; participants can be both actors and audience 
members. Participants create mini-scenes based on evaluation 
findings and their own experiences. These are dynamic in that 
participants can move in and out of acting roles, and actors can 
change strategies mid-scene. A facilitator then elicits questions and 
leads discussions about each mini-scene.


Drama is followed by a sequence of open questions, such as: What did you see 
happening here? Why does it happen? How does it happen in our situation? What 
can we do about it? It is a powerful way to communicate evaluation findings, 
especially those on sensitive topics to groups. For example, these kinds of 
role plays have been used in Uganda and elsewhere in Africa to communicate 
findings on stigma related to HIV and AIDS.


Poster sessions provide quick, visual, and easily-read information to audiences 
with little or no knowledge about a program or organization. A poster can be 
combined with a verbal presentation. Posters typically include photographs, 
diagrams, graphs, tables, charts, drawings, and text on poster-size boards. 
Poster sessions are often used at large, multisession conferences to display 
condensed evaluation information. Audience members can view the displays 
or stop for brief discussion. Evaluators can be present at poster sessions to 
communicate key ideas and issues, and elicit questions, but poster sessions 
can also be set up to stand alone (Torres et al. 2005).
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Tips for Poster Sessions


Audiences should be able to read a poster from a distance. √
Posters should convey main ideas clearly and concisely, for example, using  √
headings of the report with bulleted points.
Posters should include visuals and graphics and attract attention through color. √
Consider juxtaposing pictures of participants next to direct quotes from  √
interviews.
When making posters on a budget, use lined flip chart paper and extra broad  √
markers to write clearly.


Source: Torres et al. 2005.


a write-shop is an innovative technique to involve low-literate project 
stakeholders in report writing. It helps program participants to be active 
information creators –not just passive information-providers. Write-shops 
consist of two- or three-day workshops where program participants, 
PVO staff, and artists work together. PVO staff interview participants and 
elicit stories that highlight evaluation findings, best practices, or lessons 
learned. These are transcribed and edited. Artists prepare illustrations as 
per participant instructions. The reports are then published and drafts 
reviewed by participants and the PVO facilitators for content, language, and 
appropriateness (see text box, below).


after action reviews are a sequence of reflective activities that can be used 
during an evaluation to process an evaluation team’s initial findings or 
to review progress or obstacles in the evaluation process. As with other 
critical reflection events, after action reviews need to be conducted in a safe 
environment where people can express their ideas openly; a facilitator is used 
to pose open questions and lead the group discussion.


After action reviews are conducted while memories are still fresh. The 
facilitator asks a series of sequenced questions as follows and records key 
points made by the group, such as:


What was supposed to happen? ▪


What actually happened? ▪


Why were there differences? ▪


What did we learn?  ▪


What were successes or shortfalls? ▪


What should we do to sustain successes or improve upon shortfalls? ▪
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Working sessions with evaluation stakeholders are the hallmark of a 
collaborative participatory evaluation and can be conducted at any time 
during the evaluation (Torres et al. 2005). Effective working sessions apply 
adult learning principles, such as those used for workshops.


Guidelines to Planning and Facilitating an Effective Working Session


Clearly define the session purpose  √
Prepare an agenda √
Choose appropriate procedures—such as brainstorming and small group  √
tasks—and prepare all necessary materials, such as flipcharts or whiteboards and 
markers to record ideas, handouts, and documents
Set up the meeting room to promote exchange and discussion √
Choose a meeting time that is convenient to participants √
Share the agenda well in advance and review it at the start of the meeting √
Use short games to help participants to get to know each other  √
Invite participants to set ground rules or norms for how everyone will work  √
together
Clarify roles such as who is facilitating, who is recording ideas, and so on √
Use facilitation techniques or hire a competent facilitator to paraphrase  √
comments, synthesize and integrate ideas, encourage diverse viewpoints to 
surface, manage time, invite the group to refocus when necessary, and build 
consensus
Balance dialogue with decision making √
Plan and articulate next steps √
At the end, ask for feedback and use this information to improve the next  √
working session.


Source: Torres et al. 2005.


May their tribe increase


This illustration is from a 
Write-Shop that CRS held in 
India for a story entitled, 
“May Their Tribe Increase.” 
Women belonging to 
Self-Help Groups (that 
receive CRS assistance) 
developed stories about 
their responses to a 2004 
flood in Gujarat. The story 
described findings that 
villages receiving help from 
the Self-Help Groups 
(SHGs) coped better with 
the disaster because people 
received necessary aid in 
time and were not 
displaced.   
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Using Electronic Formats 


Web site Communications


Written evaluation reports and evaluation documents can be disseminated to 
a wider audience by posting them on appropriate Web sites or distributing 
them via a listserv that are often linked to Web sites. Web sites may be hosted 
by a donor, a particular development community (relief, peacebuilding, public 
health, communications, and so on), a PVO consortia, a UN or government-
hosted working group, and/or a resource center. Possible Web postings 
include reports, video presentations, PowerPoint presentations, newsletters, 
meeting schedules, and press releases. In the peacebuilding community, a 
number of Web sites have begun to post evaluations of peacebuilding projects 
(Lederach et al. 2007). 


Synchronous Electronic Communication


Collaboration to communicate and report on an evaluation during all of its 
phases can be done with stakeholders in different locations through Web 
communication systems and conferencing products. Face-to-face meetings, 
small meetings, and live Web conferencing virtual meetings can be done 
online, allowing stakeholders who may be located across the globe to work 
together easily (Torres et al. 2005). Here are some options:


a chat room ▪  is an area on the Internet where two or more people can 
have a typed conversation in real time; this method is ideal for routine 
conversations about data collection or evaluation procedures. 


teleconferences ▪  can be arranged through communication 
service providers. A single number is given to participants to 
call; speakerphones are used to accommodate many people. 
Teleconferences are especially useful for discussing and getting 
feedback on evaluation documents that are distributed and reviewed 
by participants prior to the call. 


videoconferences ▪  are meetings between people at different locations 
using a system of monitors, microphones, cameras, computer 
equipment, and other devices. Videoconferences can be used with 
evaluation stakeholders in place of a face-to-face meeting. Note 
that reliable videoconferencing technology can be costly to use and 
that technical expertise or information technology professionals are 
needed to facilitate a successful videoconference. 


Web conferences ▪  are meetings between people at different locations 
conducted through an Internet connection that allows them to 
view the same document or presentation on computer screens 
simultaneously, along with audio communication. Features of Web 
conferencing software vary and may include a chat room feature or 
allow for video and/or audio communication. Web conferences can 
be used for planning, presenting information, soliciting input and 
reactions, and editing evaluation plans and reports. Web conferences 
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can be arranged through companies specializing in the service or 
through Internet. 


Podcasts ▪  are a series of digital media files that are distributed over 
the Internet for playback on portable media players (e.g., iPods) 
and computers. Podcasts enable evaluators to communicate and 
report information with stakeholders at any time. For example, if a 
stakeholder is unable to attend a final debriefing meeting, a meeting 
podcast allows him/her to download the podcast of the event. 
Although rarely used at present, this electronic format holds much 
promise for the future.


From the Field: Sharing Results Online


Save the Children uses an online format to share program results across Africa, part 
of a new Design, Monitoring and Evaluation initiative that was launched among 
its country offices. The online format encourages learning among program teams 
located in different countries.
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Executive Summary 


1. Introduction 


Following the earthquake in Yogyakarta on May 27, 2006, CARE, Catholic Relief Services (CRS), 
Save the Children (SC) and World Vision Indonesia (WVI) responded separately to the disaster. 
Although the agencies worked independently of each other, it was felt that a joint evaluation (JE) 
of the response would demonstrate greater accountability and the results would be taken more 
seriously.


The objectives of the JE were to assess individual agencies on:


• The impacts of their responses and identify promising practices and indicators on impact 
measurement. 


• The appropriateness of agency responses.
• Whether the responses had helped the recovery of people and communities. 
• The level of agency accountability to local people. 
• Organisational preparedness to respond to emergencies. 
In addition, learning on joint evaluations was assessed.


2. The Context 


The Yogyakarta earthquake killed an estimate 5,700 people and injured 27,000. Over 300,000 
houses were destroyed or severely damaged and a further 200,000 suffered minor damage. 1.6 
million people were left homeless. An additional 1.1million people were affected1. 


Recovery is now well underway in the affected areas, as those affected have been provided with 
some form of shelter assistance, health and education services are operating, and children are back 
in school and say they feel less traumatised. However, many gaps still remain, particularly due to 
the limited recovery of economic livelihoods. 


3. The Response by the four agencies


At the time of the earthquake, three of the agencies had teams on the ground responding or 
preparing to respond to a potential eruption of the Mount Merapi Volcano. They began assessments 
and redeployed NFI kits from the Mount Merapi crisis to earthquake-affected areas. The fourth 
agency began their response on May 29th 2006.


Many staff employed in Yogyakarta had worked in their agency’s emergency response program in 
Aceh Province. They were able to apply their learning from Aceh to the more recent disaster in Java 


1  Source: UNDP: The Cluster Approach in Yogyakarta and Central Java One Year Review, 2007, p.1. 
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and work more effectively with local government and community structures in distributing aid to 
affected people. 


All four agencies were credited with working in remote areas that were damaged severely. The 
agencies carried out rapid assessments and NFI distributions of shelter, hygiene, clothing, household 
and clean up kits. WVI provided extensive support to reactivate health services at sub-district and 
village levels. CRS, SC and WVI implemented activities to protect children and reduce their trauma. 
SC and WVI provided support for elementary schools to restart classes in mid-July 2006 as well 
as support for schools to operate effectively. CARE, CRS and WVI implemented transitional or 
permanent housing programs, while water and sanitation activities were implemented by CARE 
and CRS. The largest activity by each agency was NFI distribution and collectively the agencies 
reached around 20% of all affected people with shelter and other NFI kits. 


4. Conclusions 


Conclusions are based the views expressed most frequently by aid recipients, local government 
officials and staff from village level up to district level.


Appropriateness: Most activities were considered appropriate and justified. The friendliness of 
staff was appreciated and the fact that all these agencies arrived at the start of the emergency and 
responded quickly. Agencies were also commended for the high quality of the goods they provided 
and the fact that they tended to monitor distributions, the selection of beneficiaries and the use of 
their assistance regularly.   


Concerns raised were related to the overall response and distribution process. Oversupply and 
undersupply occurred in some villages. In addition, officials and villagers noted that assessments 
were carried out in the same location by different agencies, indicating a lack of coordination. 
Respondents said coordination between agencies on their emergency response needs to improve. 


Another concern was about the way agencies work with affected people. While noting the positive 
impacts of assistance, informants said assistance created conflict and dependency in some village 
locations. Concerns over distribution, and the importance of it being fair and not creating conflict 
were raised in seven out of the nine villages visited. 


Impact2: Agency activities did contribute to positive impacts. As there were many agencies and 
actors responding to the emergency, impacts cannot be attributed to the specific agencies who 
participated in this evaluation. 


The impacts mentioned most often by recipients and village leaders were: 


• NFI support helped meet the basic survival needs of affected people. 
• CRS, SC and WVI children’s activities helped to reduce children’s trauma and increase their self-


esteem and confidence. 
• SC and WVI elementary school support ensured that schools could restart in mid-July and work 


effectively thereafter. 


2  The definition of impact used is from the Impact Measurement and Accountability in Emergencies: The Good 
Enough Guide, page 4. The Guide also informed the team’s review of accountability.    
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• WVI’s health sector support helped ensure that local people had access to basic health care services 
quickly. 


• CARE and CRS water and sanitation activities helped to improve people’s access to clean water and 
increase their knowledge of hygiene. 


• Agencies implementing shelter programs helped families to have a place to live that is more earthquake 
resistant. 


• CARE and CRS were credited with working in ways that helped increase cooperation and solidarity at 
community level.  


Recovery: Agency activities did help affected people and communities to recover. Recovery levels 
reflect the support provided by all emergency responders and not just these agencies. Villagers 
said the contribution by the Government of Indonesia (GOI) to recovery was 50-60%, by the NGOs 
25-30% and by others around 10%. 


Villagers and leaders said that the elementary school system is 90% recovered. The work of SC and 
WVI was credited with contributing to this level of recovery. The children’s activities implemented 
by CRS, SC and WVI were credited with helping children to recover from trauma and respondents 
said trauma had decreased, though no percentage was given. 


Drinking water sources were said to be back to normal though sanitation and access to latrines 
was said to have recovered by only 50%. In most villages housing reconstruction is only between 
30-50% and similar figures were given for economic recovery. 


Accountability to local people: The four agencies did work with local leaders and involved them 
in assessments, planning, monitoring and decision-making while at the same time involving the 
communities to varying degrees in these processes.  


However, women in villages where three of the agencies worked said they wanted to be more 
involved and have more information on agency activities. All informants stressed the importance 
of regular information to all in a community, backed up by on going monitoring of the assistance 
programs implemented to ensure fairness and to avoid conflicts. 


Monitoring and Evaluation (M&E): Of the regular M&E activities, there were some good practices 
which are exemplary. Of note was the child-led evaluation carried out by SC, in which children were 
trained to actually do a program evaluation.  Other agencies had carried out internal reviews and 
one agency also conducted an external evaluation of their post emergency program. All agencies 
were able to produce solid input and output data, and some like CRS had some easy to use outcome 
level indicators.  


Emergency preparedness: The overall speed at which the agencies responded to the disaster 
was significant, mainly due to the fact that three of the agencies were already mobilized on the 
ground in Yogyakarta to respond to a potential eruption of the Mount Merapi Volcano. Otherwise, 
the response time may not have been so swift.  


Joint evaluation: The joint evaluation had advantages, in bringing together the organizations 
involved and providing them opportunities to learn from one another about each other’s programs. 
Results are more holistic than a single agency evaluation. The way the process was carried out 
enabled these agencies to be accountable to government, affected people and others working in 
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the Yogyakarta response. However, such evaluations need to be done one or two months after an 
emergency program work ends. 


Recommendations 


Recommendations on activities for future sudden onset emergencies


a) Continue to do the type of programme activities carried out in this response. Carry out 
assessments to ensure aid meets the needs of affected people and to agree with them procedures 
for distribution and beneficiary selection. Provide good quality items, distribute quickly and 
follow simple procedures.


b) Better coordinate NFI programs between all actors/stakeholders to ensure equal distribution 
across areas and application of distribution methods that promote fairness. Monitor the 
assistance well by ensuring that staff participate in distributions and beneficiary selection 
processes. 


c) Carry out joint assessments so that the same information is not collected a number of times in 
the same location by different organizations. 


d) Start recovery activities earlier e.g. transitional and permanent housing plus activities to 
restore livelihoods. 


e) Complete a study on the transitional and permanent housing designs and approaches used by 
these four agencies, other INGOs and the GOI in Yogyakarta to draw out learning that can be 
applied in Indonesia when responding to future emergencies where shelter is a huge need. 


Recommendations on economic recovery activities


a) Provide more support in helping affected HHs and communities to restore their economic 
livelihoods. 


b) Learn from work done in other countries prone to sudden onset emergencies to identify 
appropriate economic livelihood activities to support in future emergencies in Indonesia. 


Recommendations on local accountability 


a) Provide information to the wider community: men, women, beneficiaries and non-beneficiaries, 
on a regular basis so that people are aware of the work being conducted by the agency with 
them so reducing opportunities for misuse of information. 


b) Establish a complaints system that clearly defines how people can complain about the work 
being done by an agency if they need to do so. 


c) From the start, involve women as well as men in planning, implementation and evaluation of 
programs. 


Recommendations on emergency preparedness


a) Complete country emergency preparedness and contingency plans and ensure that all staff are 
aware of their existence and content. This could be done through country program emergency 
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response simulations, followed by an interagency simulation once all agencies are comfortable 
with their own plans.


b) Create a joint database on the capacity of different agencies regarding the location and type of 
pre-positioned NFIs. Examine the feasibility of holding joint stock in shared warehousing. 


c) Better prepare staff who do not have emergency experience and ensure new hires receive 
appropriate training and supervision. 


Recommendations on joint evaluations 


a) Once joint assessments are complete, plan for a joint evaluation to start within one to two 
months of emergency program completion. Use the Good Enough Guide s to inform the JE 
process.


b) Commit enough experienced program staff to the entire period3 of the JE so that the team has 
sufficient experience for an in-depth review of a few sector specific activities.


3  The two CRS team members were highly qualified emergency staff and did an excellent job. Transfer of 
knowledge as one member turned over their work to the other in the middle of the evaluation proved challenging. 
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INTRODUCTION 
 
 


C ambodia has the highest HIV prevalence 
in the Southeast Asia region (1.6%).  


In 2004, the Bridges of Hope project was 
created with the objective of assisting those who 
have been marginalized due to HIV to socially and 
economically reintegrate into society. It is the first 
project of its kind in the country.  


The project achieves its goals by providing group 
and family counseling, basic training for manag-
ing a small business, apprenticeships, a job place-
ment service, small grants and health education. 
Bridges also facilitates the transfer of ART ser-
vices and medical records. The bridging process 
lasts several months, the exact length varying due 
to individual needs.  


KEY RECOMMENDATIONS 
 


 Explore and control for the reasons 
for deviations from the original bridge 
plan (i.e. changing occupations) 


 Focus on securing wage employment 
for clients living in urban or peri-
urban settings, since microenterprises 
often fail  


 Facilitate on-going technical support 
for clients who operate microenter-
prises 


 Address long term drug adherence  
 Continue to emphasize disclosure to 


family and family counseling  
 Work to minimize occurrences of 


family stigma and discrimination.  
 Actively encourage community sup-


port/involvement. 
 Consider the issue of the provision of 


on-going psychosocial support (e.g. 
support groups) post-bridging 


 Administer the quality of life index to 
all PLHIV clients at various times  


 Implement a regular follow-up com-
ponent 


Report of a Follow-Up Survey 
with Clients Living with HIV and 


AIDS 


Brochure by 
 
Paul Perrin 
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Preface


Monitoring and evaluation (M&E) are core responsibilities of American 
Red Cross and CRS program managers and help ensure quality in our 
programming. Hiring M&E Staff is one in a series of M&E training and 
capacity-building modules that the American Red Cross and CRS have 
agreed to collaborate on under their respective Institutional Capacity 
Building Grants. These modules are designed to respond to field-identified 
needs for specific guidance and tools that did not appear to be available in 
existing publications. Although examples in the modules focus on Title II 
programming, the guidance and tools provided have value beyond the  
food-security realm.


Our intention in writing Hiring M&E Staff is to provide readers with a 
document that helps them locate and hire M&E staff members that fully meet 
their needs and, ultimately, increase the quality of M&E programming. This 
module outlines key steps to guide the hiring process from start to finish. 
The module can be used in several ways, depending on where you are in the 
hiring process. The module presents multiple annexes to illustrate examples 
of relevant tools, discussion points, and questions. We encourage you to tailor 
each tool to your specific context and needs as this will help you to engage 
fully in the process and to ensure you find a candidate best suited to meet 
your needs. 


Please send comments on or suggestions for this edition of Hiring M&E Staff 
via e-mail to m&efeedback@crs.org.
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In many cases, this 


module presents 


ideal and generalized 


examples. It is important 


to customize these 


steps to suit your own 


situation.


Introduction 


Hiring monitoring and evaluation (M&E) staff for a country program or a 
regional office presents both a significant opportunity and considerable 
challenge. Locating the right staff is strategically very important; it requires 
careful thought and a substantial time commitment. However, investing any 
less in the hiring process may result in a need to repeat the hiring process and 
a prolonged gap in M&E capacity in your team, both of which will ultimately 
inhibit progress towards achieving M&E objectives. The quality of the M&E 
program will ultimately improve based on thoughtful and thorough hiring 
efforts. 


This module provides examples, tools, and guidance for each stage of the 
M&E staff hiring process. In many cases, this module presents ideal and 
generalized examples. It is important to customize these steps to suit your 
own situation. For example, desired qualifications, educational background, 
and the complexity of the technical interview questions can be adapted based 
on each context. The ultimate goal of this module is to increase the quality of 
M&E activities by connecting you with the best qualified candidates to meet 
your M&E needs. This module is organized into seven steps, as shown below. 


Step 1: identify M&E needs
  


Step 2: Create a Job Description
  


Step 3: Create a Hiring Committee and outline the Hiring Process
  


Step 4: advertise for the Position
  


Step 5: Sort, Shortlist, and Prescr
  


Step 6: interview the Candidates
  


een applicants


Step 7: Hire and orient new Staff
  


By reviewing these seven steps, you can identify your current stage in 
the hiring process. If, for example, you have already identified your M&E 
needs and created a job description, this module will help you through the 
remaining steps in the hiring process. 
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It is important to consider 


the composition of the 


M&E team and to decide 


the type of position for 


which you will advertise.


Step 1:  Identify M&E Needs


Review M&E needs of all programmatic sectors99


Assess current capacity of M&E team / Determine required capacity of M&E team99


Identify ideal skills set and experience level sought in potential candidates99


Determine type of M&E position needed99


reviewing M&E needs within your office should be a participatory process 
that includes representatives from each sector, current M&E staff members 
(if any), and input from senior M&E staff based either in the region or in the 
organization’s headquarters. 


Each program sector and individual project should have specific M&E plans. 
Ask representatives from each program sector to discuss their M&E plans 
with you, including current M&E activities and, ideally, the M&E activities 
they would like to conduct with additional resources and technical capacity, 
if available. This provides a sense of each sector’s current capacity and any 
capacity gaps that exist. Any concerns with the quality of current M&E 
activities should also be discussed to further identify capacity gaps. 


In addition, ask the team if there 
are additional skills or areas of 
technical expertise from which 
the team would benefit or which 
would enhance the quality of M&E 
activities. From these discussions, 
identify the skill set and experience 
level you seek. Upon completing this 
review with each sector, you will 
have developed a comprehensive list 
of outstanding M&E needs for your 
Country Program. This, in turn, 
determines the type of position for 
which you will be hiring.


At this stage, it is important to 
consider the composition of the 
M&E team and to decide the type 
of position for which you will advertise. Broadly speaking, there are four 
levels of M&E staff positions. Each position bears with it a standard set of 
responsibilities and a general level of skill and experience. 


all available resource 


persons, including 


regional M&E technical advisors 


and headquarters-based M&E 


technical staff, should be engaged 


throughout the hiring process. 


They will aid in identifying M&E 


needs, structuring or restructuring 


the M&E team, identifying 


candidates, and reviewing 


applications and conducting 


interviews. If the Country Program 


is hiring for senior M&E positions 


and currently has limited M&E 


capacity, it is essential to include 


regional or headquarters-based 


M&E staff in the process.
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Step 1:  Identify M&E Needs


it is important to ensure you have adequate funding for an M&E 


position. Contact your Country Representative or Human Resources 


Department in your organization to find out the current salary range for 


your choice M&E position.


If there is not adequate funding for an M&E position, you should halt the 


hiring process until sufficient funding is secured. The funding available 


may ultimately impact the type of position for which you are hiring, based 


on the range of salaries for each position. If your M&E needs can be met 


by regional M&E support or if you do not have sufficient funds at this time, 


work directly with these staff members to develop a scope of work and 


timeline to accomplish the required M&E tasks. Should you identify that 


your M&E needs would be better met through technical consultations, 


proceed with a consultant search following your office’s standard 


protocols. 


The position titles used here are generic and are subject to variation across 
organizations and even country programs. These titles are used, however, to 
indicate the various position levels, ranging from most to least experienced, 
generally speaking. These levels are:


Level 4 (for example, M&E advisor, based either in the regional office  ▪
or at headquarters)


Level 3 (for example, M&E officer) ▪


Level 2 (for example, M&E coordinator) ▪


Level 1 (for example, M&E field staff) ▪


Level 4 is a senior position. A Level 4 position may be housed within a 
particular regional office or as part of a headquarters team, but this person 
is responsible for providing technical backstopping to multiple countries. 
Level 4 staff have a great deal of expertise in each component of M&E 
systems, including project design, M&E plan development, implementation 
of a variety of M&E activities, data analysis, and reporting. They may 
provide technical support to country programs during M&E training, design 
surveys, evaluations, or sampling strategies, develop questionnaires, and 
guide country staff through data analysis. Level 4 staff also take the lead role 
in conceptualizing, planning, and coordinating broader agency M&E and 
learning initiatives. Advancing the M&E agenda in their designated area 
(global or regional) is a primary function for Level 4 staff. These staff members 
generally have a Master’s degree, 5 to 10 years of related experience, a highly 
technical background, and a demonstrated ability to train and build the 
capacity of other staff. 
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Step 1:  Identify M&E Needs


Level 3 staff generally provide the majority of the team’s in-country technical 
skills and have substantial expertise in designing M&E plans, data collection 
methods, and analysis of both qualitative and quantitative data. By facilitating 
training and supervising data collection efforts, Level 3 staff work to build 
the capacity of Level 2 and 1 staff in a range of skill areas. Level 3 staff should 
have a Master’s degree, 3 to 5 years of experience in a related field, a strong 
technical background, and a demonstrated ability to train and build staff 
capacity. Level 3 staff liaise closely with Level 4 staff on a variety of technical 
issues. 


Level 2 staff have a Bachelor’s degree and an average of 1 to 2 years of related 
experience. Level 2 staff are responsible for providing additional supervision 
for data collection efforts and activities and participate in designing M&E 
activities and analyzing data. Level 2 staff are often assigned directly to 
particular projects and manage Level 1 staff and supervise their activities. 
Multiple Level 2 staff are required when the country program has several sub-
offices. 


Level 1 staff are largely responsible for completing activity reports and 
collecting field data. Level 1 staff also participate in larger monitoring and 
evaluation activities, such as baseline or final surveys, and often serve as 
supervisors for teams of enumerators. Level 1 staff are required to have 1 to 
2 years of related experience working for a nongovernmental organization or 
a United Nations Agency; however, it is not necessary that they have worked 
directly with M&E in a previous position. Sample job descriptions for Level 4, 
3, and 2 M&E positions are included in Annex I. 


This module focuses primarily on Level 4, Level 3, and Level 


2 staff, given that the hiring process for these positions is more 


technically rigorous and M&E-specific than for Level 1 staff. Staff hiring 


for Level 1 positions should closely follow your office’s standard hiring 


procedures. 


M&E Teams are structured in a variety of ways in different country programs; 
the guidance provided in this module should be customized to your office’s 
context. In some offices, the M&E Team is composed of staff who are 
dedicated solely to M&E. These teams usually include a Level 3 staff member, 
a Level 2 staff (supervised by the Level 3 staff), and multiple Level 1 staff. 
Team members work together to meet the technical needs of different project 
and sectors with the country program. An alternative M&E team may be more 
diffuse and composed of Level 2 staff and program staff from a variety of 
sectors that dedicate a portion of time to M&E activities. At the regional level, 
there is often a Level 4 staff member. The Level 4 staff member should also be 
called on to support the country program team when identifying both gaps in 
capacity and the technical skills sought in potential candidates.
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The job description 


must provide adequate 


detail to allow interested 


candidates to gain an 


immediate sense of 


whether or not they 


are well suited for the 


position.


Step 2:  Create a Job Description


Include job responsibilities99


Provide a summary of the working environment99


Outline skills required99


Describe desired characteristics99


The main purpose of the job description is to inform potential candidates 
of the job responsibilities and expectations, and the skills and experience 
required. To accomplish this, the job description must provide adequate detail 
to allow interested candidates to gain an immediate sense of whether or not 
they are well suited for the position. Inevitably, there will be applications from 
candidates who do not meet the minimum criteria; however, an effective job 
description limits these types of applications. Creating a job description also 
helps you to think critically about each aspect of the position. 


An effective job description should be 3 to 4 pages in length to provide ample 
details. It should contain the following components:


Organizational overview  ▪


Description of the office where the job is located  ▪


Description of the work environment ▪


Purpose of the position ▪


Primary job responsibilities ▪


Key job tasks ▪


Key working relationships  ▪


Qualifications, both desired and preferred, including: ▪


Technical skills ▫


Work experience ▫


Education level or academic degrees   ▫


Personal competencies ▫


Other qualifications relevant to the positions, such as knowledge  ▫
of Title II or other types of programming 


Begin the job description with a brief overview of your organization including 
its history, mandate, and guiding principles. Include a thorough description of 
the regional or country program and the specific sectors in which the office is 
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currently engaged. If hiring for a regional position, broaden this description to 
include each country program within the designated region. Clearly state the 
purpose of the position at the beginning of the job description. For example, 
the purpose may be to strengthen M&E capacity through a newly established 
M&E unit or to provide technical support for ongoing M&E activities. 
Additional job purposes are provided in the annexed job descriptions. 


After stating the purpose, define the job’s primary responsibilities and include 
the estimated proportion of time to be dedicated to each. The time proportions 
provided here are only indicative and the actual time proportions should be 
determined by the context. Common M&E job responsibilities and estimated 
time proportions for a Level 3 position are to:


Develop and maintain an enabling environment for M&E (15%) ▪


Build staff capacity in M&E (20%) ▪


Strengthen management information systems (15%) ▪


Provide direct M&E technical support (50%). ▪


Level 2 staff may be responsible for:


Program planning and design (30%) ▪


Conducting program quality and M&E activities (50%) ▪


Building staff capacity in M&E (20%). ▪


responsibilities vary greatly by position as do the proportion of 


time that each position dedicates to each responsibility. 


Level 4 staff are likely to be responsible for providing:


Technical support to Country Programs (30%) ▪


Staff capacity building (30%) ▪


Coordinating and leading regional learning efforts (20%) ▪


Building enabling environment (10%) ▪


Maintaining and building external relations with donors, government  ▪
staff, and other key stakeholders (10%).


Level 1 staff responsibilities are largely limited to conducting M&E activities. 
For more detailed descriptions of job responsibilities, refer to the job 
descriptions provided in Annex I. 


Include a list of the key tasks associated with the position. These tasks 
should refer specifically to the activities, stakeholders, regions, and programs 
involved. The job descriptions in Annex I also provide examples of key tasks. 
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The key working relationships refer to those staff within the organization with 
whom the staff work most closely. Key working relationships also include 
other organizations and stakeholders with which the staff member will 
liaise and partner. Include a full list of key working relationships in the job 
description, specifying to whom the staff member will report. 


The job description should state the desired qualifications including:


Highest education achieved ▪


Years of experience ▪


Technical skills ▪


Familiarity with relevant computer programs or software ▪


Familiarity with relevant type of programming or source of funding  ▪
(i.e., Title II, PEPFAR, advocacy, peace building)


Personal competencies ▪


Language skills. ▪


For each category, specify which 
skills or which level of achievement 
is required and which are preferred. 
Differentiate characteristics required 
from those preferred. For example, 
potential Level 4 candidates may be 
required to have 5 to 10 years M&E 
experience, but it is preferred that 
2 to 3 years of this experience is in 
the region or country in which the 
position is based. Annex II provides 
a table that summarizes many of the 
key characteristics desired for each 
type of M&E position. 


Gauge the level of education and 
number of years of work experience 
sought based on the type of position. Ideally, both Level 4 and 3 staff should 
have completed a Master’s degree, at minimum, in a relevant field (such as 
international development, international public policy, agricultural economics, 
public health, and so on) and have M&E-specific experience that includes 
training and supervisory responsibilities. Level 2 staff should have completed 
a Bachelor’s degree in a related field, have 1 to 2 years of M&E-specific 
experience, including training and supervision. Level 1 staff should have 
completed secondary education and to have 1 to 2 years of general experience, 
not necessarily M&E-specific work experience. 


M&E Staff Background


The international relief 


and development field attempts 


draws on many disciplines. 


Staff, including M&E staff, have 


backgrounds that vary from 


agriculture and public health to 


peace and conflict resolution. M&E 


staff may have studied a variety 


of subjects to adequately prepare 


them for work with international 


organizations; however, it is 


important that M&E staff have a 


strong foundation in analytical 


skills. These skills should include 


both a strong aptitude for critical 


thinking and an ability to analyze 


multiple types of data.
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The specific skills required for each position will be drawn from the list of 
M&E needs and capacity gaps. In general, M&E technical skills desirable in 
both Level 4 and 3 positions include:


Experience with program design and M&E plan development ▪


Ability to design M&E tools and surveys, evaluations, and other M&E  ▪
activities, including baseline surveys, monitoring and surveillance 
systems, and final evaluations


Familiarity with standard sampling techniques ▪


Experience in qualitative data collection and analysis ▪


Experience in quantitative data collection and analysis ▪


Experience in participatory rural appraisal (PRA) methods ▪


Additional familiarity with standard indicators and M&E protocol for  ▪
a key sector, such as health or nutrition


Strong data interpretation skills, report writing, and presentation and  ▪
other communication skills


Technical skills relevant for a Level 2 staff member include qualitative and 
quantitative data collection and analysis, data collection and analysis, and 
strong interpretative skills and report writing.


Level 1 staff members are not required to have direct experience with M&E 
activities but should be able to demonstrate familiarity with nongovernmental 
organization  programming and a strong capacity to learn. 


The desired level of familiarity with computer programs should also vary by 
the type of position. Level 4 and 3 staff should be familiar with Microsoft® 
Office applications (including Excel and Access) and a statistical package, 
such as Statistical Package for the Social Sciences® (SPSS) that is commonly 
used for data analysis. Level 2 staff should be familiar with the majority of 
Microsoft® Office applications and Level 1 staff members are required to be 
familiar with Microsoft® Word and Excel. 


In the job description, state the types of personal competencies desired in a 
potential candidate. Commonly sought interpersonal skills include the ability 
to motivate staff, excellent organization and planning skills, and the ability 
to work with diverse groups of people in a multicultural, team-oriented 
environment. For Level 4 and 3 candidates, desired competencies should 
also include training, coaching and mentoring skills. While it is difficult to 
measure to the degree to which persons are able to build solid relationships 
with communities or to communicate effectively with team members, 
including desired interpersonal skills will help to inform candidates of 
your expectations. Ask the applicant’s references (refer to step 7) to rate the 
applicant’s interpersonal skills and to provide examples in which he or she 
has used these skills. 
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Tools & resources


Sample Level 4 Job Description


Sample Level 3 Job Description


Sample Level 2 Job Description


Summary Job Table


Also include language skills in the job description. M&E staff should be fluent 
in the language of the country program. However Level 2 and 1 staff should 
be fluent in local languages or dialects. Level 2 or 1 staff should not require 
translation when working with enumerators or with community leaders. In 
countries with multiple languages and dialects, it may be difficult to identify 
candidates fluent in all relevant languages. Instead, attempt to balance the 
M&E Team so that, as a whole, the team has the ability to communicate in 
each of the geographic areas in which the program operates. Language ability 
is an important skill, but should not be a deciding factor since language 
training can be provided. 


Also provide the job seeker with an overview of the work environment. In 
this description, include any management responsibilities and the amount of 
travel time required (both domestic and international travel). This will help to 
narrow the applicant pool.


Circulate the draft job description among regional and headquarters M&E and 
other relevant staff to gain their input and suggestions. If necessary, convene 
a meeting with the hiring committee to discuss key components of the job 
description. It is worth spending additional time, if necessary, refining the job 
description as it will ultimately determine the type of applicants received. The 
job description may also determine the structure of the M&E team. 
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Work with the committee 


members to set a 


realistic timeline for 


the hiring process that 


takes into account the 


immediacy of the M&E 


needs and the current 


work demands of the 


committee members.


Step 3:  Create a Hiring Committee  
and Outline the Hiring Process


Identify members of the hiring committee99


Designate tasks to the hiring committee members99


Develop a timeline for the hiring process99


The hiring committee should be composed of three to four members and be 
responsible for overseeing the hiring process. Members should bring a variety 
of skills and experiences to the process, and each will assume responsibility 
for leading certain steps. The committee should contain senior management 
staff in addition to staff with M&E technical experience (either members of the 
M&E Team, an M&E Advisor, or support from M&E staff in headquarters). If 
hiring for a Level 3 position, the country representative should be included 
in the hiring committee. Appoint one member as the hiring committee chair. 
The committee chair assumes a greater degree of responsibility in organizing 
the review process and the interviews, and will determine the way forward 
should the team become divided on preferred candidates or other issues. 


After the committee reviews this module, designate specific tasks to each 
committee member. While each member should be involved in the remaining 
steps of the process, it is helpful to have one point person for specific tasks, 
such as posting the job advertisement. Work with the committee members 
to set a realistic timeline for the hiring process that takes into account 
the immediacy of the M&E needs and the current work demands of the 
committee members. 
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Determine the appropriate level of advertisement99


Post a summary job description99


State the job requirements99


Determine how widely to advertise for the position. Positions can be 
advertised internally and externally, nationally, and internationally. Generally 
speaking, positions should be advertised both internally and externally. 
Level 4 and 3 positions should be advertised internationally in addition to 
nationally and internally. Both Level 2 and 1 jobs are commonly limited to 
national advertising, either internally or externally. 


Lengthy job descriptions are 
often required to include the 
recommended level of detail. In 
this case, create a summary job 
description that can be easily posted 
in venues, such as newspapers 
and magazines. Contact Human 
Resource staff for examples of 
model job summaries. Internet 
sites can generally post full job 
descriptions and do not require a 
summary. The summary should 
state the minimal level of education 
and of M&E experience required, 
as well as key technical skills and 
job responsibilities. Include contact 
details in the job posting so that 
interested parties can contact the 
organization for a full job description. 


There are various advantages and disadvantages associated with each level of 
advertising. Advertising internally limits the search to those candidates who 
are familiar with the organization and have demonstrated work capabilities in 
the organizational environment. Colleagues can provide references for each 
candidate’s skill level and personal competencies. However, by limiting the 
search to internal candidates, all possible candidates not currently employed 
by the organization are excluded, including those who may be better qualified 


There are various 


advantages and 


disadvantages associated 


with each level of 


advertising.


as stated above, positions 


should be advertised both 


internally and externally to 


solicit a broad, balanced applicant 


pool in a fair and equitable way. 


If only internal advertising is 


used, provide and document the 


reasoning behind this decision 


as this can potentially be seen as 


controversial to outside applicants. 


For example, some organizations 


have decided to advertise and hire 


internally for emergency-response 


positions due to the urgent need 


for the position to be filled and  


the short-term nature of the 


particular positions. 







 Hiring M&E Staff  •  12


Step 4:  Advertise for the Position


for the position than current staff. Advertising externally increases the 
applicant pool significantly and may be useful in infusing the organization 
with new perspectives. 


To advertise internally, first contact the Human Resources Department. They 
will request a standard set of information and ensure that the advertisement 
is circulated throughout the organization. Determine whether to circulate the 
advertisement within the country program, within country programs in the 
region, or globally through all country programs and at headquarters. 


If advertising externally, the applicant pool can be limited to national or 
expanded to include international candidates. National external advertising 
should include all the country’s newspapers and related organizations and 
universities. Submit advertisements to each newspaper using the newspaper’s 
standard format. In addition, circulate the job advertisement among partner 
organizations and at local universities. Contact each organization and school 
to find out its preferred method of circulation, whether through email, in a 
newsletter or other periodical, or through any existing career center channels. 


If advertising internationally, there are a wide range of options. Begin 
by contacting your organization’s Human Resources Department. Many 
organizations also post jobs on their Web sites. 


Consider the advantages and disadvantages of advertising 


internationally. International advertising increases the number 


of applicants and perhaps increases the chances of locating the most-


qualified candidates. However, interviewing applicants from abroad also 


introduces additional complications and potential costs. Consider whether 


or not candidates will travel from overseas at your company’s cost, or 


whether they can be interviewed locally by well-briefed colleagues, or 


whether phone interviews will suffice. In addition, hiring internationally 


likely involves moving and relocation costs that need to be included in the 


budget. These considerations also apply when advertising internally on an 


international scale.


There are numerous other venues for posting internationally including 
through evaluation associations. Find out if your organization has a means 
of listing advertisements internally, through job listservs or in newsletters. 
Contact your Human Resources Department to obtain an up-to-date list of 
useful venues. Annex III contains a list of examples of such venues and job 
listservs.
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Tools & resources


Listservs for Job Posting


State the application requirements clearly in the job posting. Generally, 
applications should include a cover letter, a resume, and references. For 
Level 4, 3, and 2 positions, it is advisable to request that a writing sample be 
included in the application. 


Inform applicants of acceptable means for submitting applications. Email is 
perhaps the simplest method of submission; however, submission by mail is 
also generally allowed. To avoid an overwhelming number of phone calls, it 
is best to avoid including a phone number and to state clearly that phone calls 
related to the position are not accepted.


In the job posting also include the submission deadline. If time permits, 
accept applications for one month after the posting date. To follow protocol, 
state that the organization hiring is not obligated to appoint or hire any of the 
applicants if the organization decides that those applying are not suitable for 
the position advertised. 


it may be helpful to post all applications on a shared site, such 


as a folder in the network server that can easily be accessed by the 


hiring committee at any time. Ensure that this folder is only accessible to the 


hiring committee to protect applicants’ confidentiality.
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The hiring committee 


should identify a list of 


criteria that will be used 


to rate a candidate’s 


qualification level.


Step 5:  Sort, Shortlist, and  
Prescreen Applicants


Review all applications99


Sort applicants based on qualification level 99


Create a shortlist for interviewing99


Prescreen applicants99


review all applications, regardless of the number received. The hiring 
committee should identify a list of criteria that will be used to rate a 
candidate’s qualification level. These criteria should be based on the desired 
years of experience, level of education completed, and technical skills that 
correspond to the job description. Based on an initial review of education level 
and level of experience, the committee will sort applicants into three groups: 


Group 1 ▪  do not qualify for the position


Group 2 ▪  meet some, but not all, of the minimum qualifications  
and expectations


Group 3 ▪  meet all or exceed expected qualifications 


The initial sorting of the applicants 
into the three groups should be 
fairly straightforward, while sorting 
applicants among those more well-
qualified requires more time and 
attention. 


Send applicants in Group 1, 
i.e., those who do not meet the 
minimum qualifications, a short 
notification of receipt of their 
application, thanking them for their 
interest and letting them know that 
they will not be contacted further 
for this position. It is best to create 
a standard reply that can be sent through email or by mail, depending on the 
type of contact information available for each candidate. If there might be 
interest in these applicants for another position at a different time, keep the 
applications on file. 


Common rules of 


etiquette hold throughout 


the hiring process. It is important 


to reply to each applicant, 


regardless of the level of interest in 


their application. If there is interest 


in a candidate, keep the candidate 


informed of advancements or 


delays in the hiring process. 


Providing updates to candidates 


will facilitate stronger two-way 


communication with candidates 


and illustrate good organizational 


communication. 
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Tools & resources


Matrix for Short Listing 
applicants


Questions for Prescreening 
applicants


Group 2 applicants, who met many of the expectations of education and 
experience, but perhaps do not have all of the technical skills required, should 
be kept in case that none of the Group 3 applicants are an ideal fit for the 
position. Send a confirmation of receipt to Group 2 applicants, but wait until 
Group 2 applications are re-reviewed or perhaps until a candidate is hired, 
before sending out the standard reply letting them know the position has 
been filled and thanking them for their interest. These applicants may also be 
interested in other positions within the organization.


At this point, Group 3 applicants are of the most interest. Group 3  
applicants have met the specified requirements for education, work,  
and technical expertise, and have demonstrated through a cover letter  
and Curriculum Vitae (CV) that they would make strong candidates for 
this position. At this stage, the hiring committee should review all Group 3 
applications and create a shortlist of three or four outstanding candidates  
to be contacted for an interview. 


Ask the team members to read the 
applications and each applicant’s 
writing sample; this will help 
to identify the most articulate 
and experienced candidates in 
the group. Each reviewer will 
rank the candidates according to 
predetermined criteria that cover 
a full range of qualifications, from 
writing ability to management 
experience to computer program 
skills. Create a matrix in which 
reviewers record whether a 
candidate is strong, fair, or weak 
for each standard criterion. Annex 
IV includes an example of such a matrix. 


If more than four candidates are equally qualified and of equal interest, it is 
worthwhile to interview each of the candidates. However, this is less common 
and limiting the process to three or four interviews will likely prove to be both 
cost-effective and adequate. 


Prescreen the short-listed applicants with an initial call to ensure that their 
desired salary range matches the budget and that they are interested in the 
position given its location and the amount of travel required. Also confirm 
that the applicants will be available on or by the start date for the position. 
This saves the unnecessary effort of interviewing candidates who are unlikely 
to accept the job offer based the salary or if it is a hardship post. Annex V 
includes a list of recommended questions for the prescreening process. 


if a good candidate is 


not found, consider 


postponing the hiring process 


and re-advertising at a later date, 


perhaps in two to four months’ 


time. Hiring a new staff member 


requires a significant commitment 


and it is best to wait until it is 


possible to proceed confidently 


with a candidate. Draw on your 


organization’s regional and 


headquarters M&E staff and 


external technical consultants until 


a better candidate is located.
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After the prescreening call, schedule interviews with each of the top-ranked 
candidates. If the initial three or four interviews turn out to be unsatisfactory, 
return to other Group 3 applicants or even to Group 2 to identify additional 
potential candidates for interviews.
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Determine key interview questions 99


Conduct interviews99


Score each candidate based on standard criteria99


Discuss scores and results99


Convene a meeting of the hiring committee to select the interview questions 
and to decide whether or not to include any M&E technical discussions or 
tests. The meetings to prepare for the interview and the interview itself may 
be conducted through teleconferencing if it is not logistically or financially 
feasible to bring the hiring committee and the applicants to a central point. 
This module focuses on the M&E-specific questions to be included in the 
interview. In addition to M&E-specific questions, the team should also include 
standard interview questions related to the candidate’s ability to work under 
time pressure, problem-solving capacity, or any other characteristics that 
the team deems important for the 
positions. 


The hiring committee determines 
the interview structure. The same 
amount of time should be allotted 
for each interview. The interview 
length can vary by the level of the 
position, but should generally range 
from 30 to 90 minutes. At this stage, 
the committee should also define 
each member’s respective role in the process. Each team member should 
assume responsibility for several questions to be asked during the actual 
interview. Assigning questions to each member and an order for asking these 
questions helps to give more structure to the interview and to increase the 
sense of participation among the team. 


The interview questions should be tailored to the particular position and 
the context of the country program. Annex VI contains a list of suggested 
questions for Level 4 and 3 positions. Generally, it is important to ask open-
ended questions. If more explanation or detail is needed for any answer, ask 
a follow-up question, such as would you please elaborate?, how did you 
accomplish this?, or I would be interested to hear why you had made this 
decision. Annex VII contains information on general interview protocol.


It is important to ask 


open-ended questions.


interviewing is a long 


process that can grow 


tiring depending on the number 


of interviews conducted. Build 


adequate breaks into the interview 


schedule so that each candidate 


receives the same level of attention 


and interest from the committee. 
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Again, it is ideal to have people with M&E experience on the hiring 
committee as they are best suited to engage the interviewees in follow-up 
discussions, based on their answers and to determine the appropriateness 
of each response. If no staff with M&E experience are available, determine 
the feasibility of including a regional M&E technical person in the interview 
process. Perhaps he or she could time an upcoming visit to provide technical 
assistance with the scheduled interviews. If not, the M&E technical staff 
person could conduct separate interviews with the candidates by phone. 
Including his or her input into the interviewing process would be worth 
additional resources when hiring for Level 4 and 3 positions. 


Include several technical discussions and tests in the interview process when 
hiring Level 4 and 3 staff. Relevant technical discussions and tests should 
include, but not be limited to, designing M&E systems and activities, and 
data analysis. In these discussions, the questions raised by the applicants 
may be equally, if not more, interesting than the answers they provide. The 
interviewees will have limited background on any project discussed; it will be 
difficult for applicants to give solid recommendations or to revise M&E tools 
or plans. However, well-qualified applicants should raise key questions for 
clarification and identify points to be discussed with team members.


any materials, including data to be used during the interview 


process, should be provided to applicants well in advance of the 


interview date to allow applicants to become fully familiar with the material. 


To determine an applicant’s skill in M&E design, consider asking him or her 
to discuss an example M&E planning tool. Annex VIII provides a results 
framework taken from CRS tsunami-recovery programming in Banda 
Aceh. This results framework has themes for each strategic objective and 
intermediate result; however, the actual four strategic objectives and eight 
intermediate results have not been defined. Annex VIII was provided as an 
example to illustrate this exercise. This results framework can be used in the 
interview or an M&E planning tool from one of your projects can be used; 
the latter will result in a discussion that is more relevant for your country 
program and you will also be able to engage the applicant in a more detailed 
discussion regarding the project’s strategy and context. 


In addition, an indicator performance tracking table (IPTT) can be included 
for the applicants to review and discuss. The points, suggestions, and 
concerns that the applicants raise are useful to the evaluation process. Annex 
IX includes an example of an IPTT and corresponding discussion points. 


To test the data analysis skills of Level 4 and 3 candidates, ask each candidate 
to analyze an existing dataset from a country program. The candidate should 
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perform this analysis in the statistical package of your choice or that is most 
commonly used in your office. If this is included as part of the interview 
process, provide the dataset in advance of the interview so that the candidate 
can familiarize him or herself with its structure prior to the interview. Include 
a set of questions for the candidate to answer with the dataset and ask the 
candidate to perform the analysis following the interview. These questions 
should be directly related to typical M&E activities in the country program. 
By including questions with a wide range of technical sophistication, the skill 
level of each candidate can be ascertained. If the questions are too basic, the 
candidate’s ability for higher-level analyses will not be tested. Likewise, overly 
complex questions will fail to capture the candidate’s more basic skills. If 
there is no in-house M&E expertise in the country program, ask a Level 4 staff 
member within the organization to help develop this test and to formulate a 
set of data analysis questions.


To obtain a broader view of the candidate’s M&E abilities, it may be useful 
to include a discussion on a contemporary M&E issues or to raise an M&E 
dilemma with the applicant. This might center on the design of a baseline 
study, review of a draft questionnaire, interpretation of ambiguous data 
results, or an ethical question related to M&E design. Solicit input from 
senior M&E staff in designing Excel and SPSS exercises or other technical 
exercises based on program specifics. Consult regional or headquarters staff, 
in particular, for examples of successful past exercises. Share any technical 
exercises developed and feedback received on the exercise’s success to other 
M&E staff in the agency so that they can benefit from this experience. 


Once the team has selected the questions, technical discussion points, and 
exercises to include in the interview, compile an interview packet for each 
team member. The interview packet should include the CV, cover letter, and 
writing sample for each candidate, the list of interview questions, and other 
examples and material to be used during technical discussions. Provide this 
to each team member well in advance of the interview so that each member 
become familiar with the material, and work more comfortably during the 
interview. 


Include a scoring sheet in the 
interview packet on which team 
members can rate each applicant 
during the interview. Determine 
which criteria are most important 
during this interview process. An 
example of an interview score sheet 
is included in Annex X. Ask each 
interviewer to enter a score of 1 
to 5 for each key criterion, with 5 


it may be worthwhile 


to note which interview 


questions worked well and 


which questions were not as useful 


for your team. Share this feedback 


and thoughts with other country 


programs and with headquarters 


so that interviewing techniques 


can be continually revised and 


improved.
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being the highest score. Allow room for comments to be written during the 
interview. 


Structure the interview around four main components: the opening; fact-
finding; reflection; and closing.1 During the opening, include the following:


Introduce each Hiring Committee member ;


Create a relaxed atmosphere ;


Explain what the interview will consist of, likely interview question  ;
areas, and perhaps technical discussions for Level 4 and 3 positions, 
and how long you anticipate that the interview will last


Ask interviewees to provide a good deal of detail in their responses ;


Present a summary of the job description  ;


Clarify the applicant’s background.  ;


During the fact-finding portion of the interview, cover each interview 
question. Ensure that the questions are open-ended. Listen closely to the 
applicant’s responses and clarify or pursue any answers as needed. 


Summarize the main points made by the interviewee during the reflection 
portion to make sure that the candidate thinks his or her responses were 
correctly understood. Also ask any interview questions not yet covered and 
ask any follow-up questions borne out of the interviewee’s responses. 


The closing is an opportunity for the interviewee to provide any additional 
information or to ask questions. The interview is an opportunity for the 
candidate to gain a sense of whether he or she is comfortable with the 
organization’s mandate and culture, thus it is important to allow additional 
time for these questions from each candidate. During the closing, also inform 
the candidate of next steps in the hiring process. Regardless of the success of 
the interview, close the interview on a positive note and express appreciation 
to the applicant for his or her time. Proceed with any technical tests or 
discussions, if applicable. 


After completing each interview, the hiring team will use the score sheets as 
the basis for discussing each candidate and to ultimately select the team’s top 
choice for the position. Ask each team member to review the writing sample 
for level of critical thought, writing ability, and cohesiveness of the overall 
report. Define each candidate’s role in the activity described in the writing 
sample to ensure that it is clear if it is an individual or a team effort. Discuss 
all thoughts and comments including the quality of responses, the level of 
confidence the candidate portrayed during the interview, and other more 
subtle signs that indicate the candidate’s more personal characteristics.


1  The description of these four interview components is summarized from Contemporary 
Management Practices Workshop: Staff Selection and Employment Law Participant Manual by 
Robert A. Jud and Associates.
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Tools & resources


interview Questions  
for Level 4 and Level 3


interview Protocol


Example of results Framework


iPTT Example


Matrix for Scoring interviews


Review the scores for each candidate and discuss the differences in each team 
member’s ratings. It is likely that a favored candidate will emerge. At this 
point, identify the second preference in case the first choice does not accept 
the position for any reason. 
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Check the candidate’s references 99


Facilitate the contract process 99


Provide orientation and training99


Prior to offering the candidate the position, check the candidate’s references. 
At this point, only check the references of the top selected candidate. Call 
each reference and go through a standard list of questions that cover the 
candidate’s technical work, personal competencies, and any other strengths 
or weaknesses that the hiring committee sees as relevant. It may be helpful 
to provide these references with a list of topics to be covered in advance 
so that they will be better prepared. Conversations with references offer a 
great opportunity to determine competencies, many of which are difficult 
to measure in the interview process. Annex XI includes a list of questions 
commonly asked of references for Level 4 and 3 positions. If the references 
provide positive feedback and the Hiring Committee feels confident in their 
choice, contact the Human Resources Department so that they can offer the 
position to the candidate.


If a negative impression is 
received from references and this 
feedback makes you reconsider 
your choice, meet again with the 
Hiring Committee to decide how 
to proceed. If the committee agrees, 
check with the references for the 
candidate who was the second 
choice. If these references provide 
positive feedback, proceed to the 
next stage, and contact the Human 
Resources Department. 


The Human Resources Department 
will send the candidate an offer 
letter that states the job’s salary, full 
range of benefits, stipulated length 
of contract (if any), and starting date. Once the candidate accepts the position, 
inform the other applicants that the position has been filled and thank them 
for his or her interest and time. 


You may receive a 


negative impression 


from a reference based either 


on what that person does or, 


as importantly, does not say. 


References may feel committed 


to provide only positive 


information (or may be limited 


by what they can state because 


of legal implications) and may 


omit any information related to 


potential weaknesses. Ask direct 


questions and try to gauge the 


reference’s  style. Listen closely to 


each response and ask follow-up 


questions.


The Human Resources 


Department will send the 


candidate an offer letter 


that states the salary, 


full range of benefits, 


stipulated length of 


contract (if any), and 


starting date.
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Tools & resources


Questions for references


If the candidate does not accept the position, meet with Hiring Committee 
to select the next choice. Then check this candidate’s references. Repeat this 
process until the preferred candidate accepts the job offer. 


The Human Resources Department will facilitate the contract process. Follow 
up with Human Resources staff to ensure that the contract process progresses 
smoothly. Inform the candidate of any delays in the contract process. 


Once the candidate signs the contract, your hiring process is complete!


After the candidate is hired, the next step is to ensure that the new hire has 
adequate support during orientation. Ideally, the Human Resources staff 
provides standard orientation material that will help the new hire to become 
better acquainted with the program and the organization’s work. Include the 
organization’s standard M&E documents and guidelines in the orientation 
package, such as M&E manuals and recent surveys. The aim is not to provide 
the candidate with all available information, but instead to strategically select 
key materials that give the candidate a foundation that allows him or her to 
be better engaged in meetings and other aspects of the orientation process. 
The orientation process should include time for the new staff to spend a day 
or half a day with staff in each sector. New M&E staff need to become both 
familiar with each sector’s programming and to develop strong working 
relationship with key staff in each sector. 


Include the new staff member in all meetings during his or her first few 
weeks. Meetings are a good time for the staff member to learn more about 
contemporary work issues and to meet the staff. If possible, have the new hire 
participate in an M&E activity, whether planning, data collection or analysis, 
during these first weeks. Hands-on orientation is usually quite effective and 
helps with the steep learning curve that accompanies all new hires. 


During orientation, provide opportunities for the new hire to meet with 
partner organizations and to visit participating communities and project sites. 
After the first two weeks of work, set aside time to check in and ensure that 
the new hire is settling in well. Use this time to address any questions the new 
staff may have and to ask for any initial feedback or ideas related to the M&E 
team structure and activities. 


Best of luck with the hiring process! 
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Catholic Relief Services 
Europe/ Middle East Region


Position Description


Position Title: Monitoring & Evaluation Regional Advisor (MERA)  
Department:  Europe/Middle East Region 
Functional Group:  Quality Assurance/Monitoring and Evaluation Unit 
Regional Compensation Band:  1


Geographic Scope:  Countries of Europe, Middle East and North Africa 
Location:   Country of residence in region with CRS office 
Reports to:   Quality Assurance Director 
Supervisory Responsibilities: Sub-regional M&E Officers; oversight of consultants, as needed


Context/Background 


In Europe/Middle East (EME) region, CRS is undertaking a programmatic and management transition that 
reflects the changing circumstances of a highly diverse region.  In the past year or so, CRS/EME has started with 
a more strategic approach towards project/program design, monitoring and evaluation. In that light, Regional 
Knowledge and Learning Management outlining expected achievements in the coming five years have been 
developed in order to guide and focus future efforts and developments in this area. Additionally, more attention 
has been given to development and implementation of regional M&E systems and tools in order to monitor 
progress and processes towards achievement of strategic objectives. MERA will lead these efforts in CRS/EME 
region to contribute to these region wide initiatives.


CRS/EME seeks to establish and implement M&E systems that will enable improvement of internal management, 
program/project performance and data/facts-based decision making. Additionally, CRS/EME seeks to increase its 
capacity to design and implement relevant and meaningful M&E systems as part of proposals to donors, so CRS/
EME is able to demonstrate results to donors thus becoming more competitive. Within this context, the MERA 
will provide technical support to the CRS Europe/Middle East region in all matters pertaining to M&E. S/he will 
build capacity in the region by identifying and supporting the implementation of effective, cost efficient, and 
meaningful M&E systems and move the region to a more strategic approach towards M&E.
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Job Purpose


The purpose of the position is to increase the technical M&E capacity and to ensure technical quality of M&E 
activities in the region.  Monitoring and Evaluation Regional Advisor (MERA) primary function is two-fold:


Manage Regional M&E Unit consisting of 2 full time Sub-regional M&E Officers; ▪


Build regional capacity in monitoring and evaluation by guiding, supporting and leading design and  ▪
implementation of M&E systems and procedures that are appropriate, effective and cost-efficient.


Given that the regional M&E Team members may be located in other country offices, the  MERA will need to 
ensure an efficient team model to provide integrated technical assistance to CPs/LOs.


MERA must effectively manage relationships with regional and sub-regional staff, county programs/local offices 
(CPs/LOs) and partners and support them in creating and implementing M&E systems that will lead to improved 
program quality. MERA leads development and implementation of regional M&E systems and processes as 
well as mechanisms for information and knowledge sharing. MERA provides technical input on M&E to project 
reviews and proposals.


MERA provides leadership and support in implementation of the Knowledge and Learning Management 
Strategy.


This position is part of the Quality Assurance Function. This position has a substantial level of autonomy in 
execution of responsibilities. MERA does not make strategic decisions; rather through his/her efforts decisions 
made by others are informed decisions supported by data and best practices.


Primary Responsibilities


Planning/Development (30%)


Design, lead and manage participatory processes to establish regional, and where appropriate sub- ▪
regional, M&E systems;


Participate in program design and proposal development; ▪


Design, lead and manage participatory data collection, analysis and reporting for CRS/EME Regional  ▪
M&E Systems (Evaluation of Regional Structure, other regional monitoring and evaluation tools and 
systems);


Design, coordinate and/or deliver a cohesive training and capacity building program for CRS/EME and  ▪
partner organization staff that transfers and enhances capacity to design, introduce and implement 
appropriate M&E systems;


Develop and/or participate in development of guidance and frameworks for regional procedures, policies  ▪
and processes that will institutionalize and support high quality Design, Monitoring, Evaluation and 
Reporting in CRS/EME;


Help establish M&E guidance and tools for CRS/EME’s strategic programming sectors and social change  ▪
technical areas (civic participation, advocacy, conflict transformation/peace building and partnership) as 
well as for general management;


Lead and support Regional and Country Programs/Local Offices staff in implementation of Knowledge  ▪
And Learning Management Strategy.
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Program Support/Technical Assistance (50%)


Assist CPs/LOs in designing programs and projects to pursue funding for strategic programming areas  ▪
either through direct involvement1 or mentored practice;


Support Sub-Regional M&E Officers in providing hands-on technical assistance to CPs/LOs in all aspects  ▪
of Design, Monitoring and Evaluation, including development and implementation of M&E systems and 
tools, reviewing project proposals, leading or assisting in mid-term and final evaluations.


Management (20%)


Establish and manage Regional M&E Unit ▪


Supervise and coach Sub-regional M&E Officers (SRMEO) ▫


Develop and oversee integrated work plan for Regional M&E Unit. Coordinate technical assistance  ▫
and related initiatives.


Manage the budget for Regional M&E Unit ▫


Lead and support further development and implementation of regional Knowledge and Management  ▫
Learning Strategy


Communication/Information Management (10%)


Develop good working relations with senior advisors of CRS/EME region, country programs/local offices,  ▪
HQ M&E Advisors, and RTAs for M&E in other CRS regions; exchange information and experience; 
contribute actively to an M&E learning community within CRS;


Serve as primary regional contact person for HQ M&E Advisors; support efforts to enhance agency M&E  ▪
systems and standards;


Support and contribute to the development of a regional Management Information System through  ▪
implementation and coordination of standardized country-level M&E reports; increase management 
information system and roll-up indicators from the field to the regional office and HQ;


Communicate and disseminate information on CRS/EME M&E standards, policies, practices and  ▪
indicators; coordinate with RTAs for M&E in other regions in developing best practices and sharing 
lessons learned;


Establish and maintain mechanisms for capturing, analyzing, reporting/sharing and applying M&E  ▪
findings, information, lessons learned, and best practices among CRS/EME regional and CP/LO staff;


Represent the technical content of CRS’ M&E systems externally to donors and other organizations;  ▪
support CRS/EME CP/LO and regional staff in their dialogue with key donors, especially USAID, to 
ensure that CRS/EME’s M&E activities are meaningful and achievable.


Key Working Relationships


Internal: M&E Unit Staff, frequent contact with Program Quality Advisor, Management Quality Advisor, Social 
Change staff, Regional Directors, other Regional Advisors, HQ M&E Advisors.  Occasional contact with Country 
Representatives/HOOs, senior country program staff, RTAs for M&E in other regions.


External: USAID and other donor agencies; other NGOs; consultants working in M&E; professional associations 


(e.g., national evaluation associations) 


1 Involvement of M&E Regional Advisor is conditioned by funding amount to be pursued (over $3 million) and strategic importance
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Qualifications


Technical/Professional


Five years of progressively responsible and directly relevant professional experience; at least two years of  ▪
working directly in M&E;


Thorough familiarity with principles and current approaches to M&E using both quantitative and  ▪
qualitative methods;


Demonstrated M&E field experience; skilled in collecting, manipulating, synthesizing and analyzing data; ▪


Understanding of donor expectations and trends for M&E; ▪


Experience in one or more of the core programming sectors of CRS; ▪


Demonstrated ability to transfer knowledge to diverse audiences through training, mentoring, and other  ▪
formal and non-formal methods;


High level of English-language proficiency (speaking, reading, writing); ▪


Excellent analytic and computer skills; skilled in MS Office Suite including Word, Excel, Outlook,  ▪
PowerPoint and Access;


Experience using SPSS, STATA or Epi Info; ▪


Experience with management information systems; ▪


Willingness and ability to travel approximately 30% of time; ▪


Prior experience in Southeastern Europe (SEE) and/or Caucasus preferred. ▪


Education


Graduate degree in a directly related field, such as operations research, quantitative analysis, etc.;  ▪
significant work experience in a directly related field will be considered in lieu of graduate degree.


Personal Competencies


Skilled in influencing and obtaining cooperation of individuals not under supervisory control; able to  ▪
work as member of multinational team and manage long-distance relationships to achieve results;


Position requires flexibility and the capacity to deal with ambiguity, changes and “patches” until agency- ▪
wide M&E systems and standards are in place;


Ability to engage and motivate staff and partners in a challenging new area; ▪


Demonstrated strengths in relationship management with a strong client service focus; able to work with  ▪
diverse groups of people in multicultural, team oriented environment;


Self-motivated and able to work without close supervision; ▪


Able to prioritize work, multi-task and meet deadlines; ▪


Excellent organization and planning skills; detail oriented. ▪


Work Environment: 


Normal office environment.  Requires approximately 30% travel throughout SEE, Middle East/North Africa, and 
the Caucasus.  Occasional overtime.
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M&E OFFICER


Background


Catholic Relief Services, in partnership with hundreds of organizations in 80 countries, undertakes social justice, 
development and emergency activities to support marginalized families in low-income communities. CRS is 
committed to being a quality-of-service oriented, programmatically focused, cost-effective, learning organization 
that explicitly stresses the promotion of social justice as the ultimate result of its activities. The commitment is 
expected to provide CRS/Kenya and its partners with an ability to reach more people with greater and more 
measurable impact. Within this context, this M&E Officer will provide technical support, managerial leadership 
and guidance in the country program in all matters pertaining to M&E. The M&E M&E Officer will build capacity 
in the country program by identifying and supporting the implementation of program/project M&E models that 
are effective and cost-efficient tools for institutional learning to support improved and more unified program 
quality.


Purpose


The purpose of this position is to strengthen CRS/Kenya’s M&E capacity through a newly established M&E Unit. 
The M&E Officer will be responsible for supervising the team of M&E Coordinators and coordinating efforts with 
sectoral M&E staff.  The M&E Officer will keep abreast of state of the art M&E approaches to ensure the use of 
technically appropriate monitoring and evaluation models and information systems. 


Primary Job Responsibilities


The work to be accomplished by the selected individual shall consist of the following:


1 – Developing and Maintaining the Enabling Environment for M&E (20%)


Develop good working relations with sectoral M&E Officers in CRS/Kenya to ensure that M&E remains a  ▪
high priority in the country program;


Provide leadership, guidance and support to M&E unit and other program staff who are keen to develop  ▪
more strategic approaches to improving M&E within their program;


Actively contribute to all aspects of the recruitment process for new programming and M&E staff in the  ▪
country program to ensure that M&E perspectives are considered;


Ensure M&E technical assistance is available to sectoral units; ▪


Support CRS/Kenya in their dialogue with key donors, especially USAID, to ensure that CRS/Kenya’s  ▪
M&E activities are meaningful and achievable;


Develop M&E guidelines and tools. ▪
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2 – Building Staff Capacity in M&E (30%)


Design and lead M&E training programs based on the CRS project framework (‘Proframe’) model; ▪


Provide hands-on technical assistance to staff in designing, monitoring, evaluating and reporting for both  ▪
publicly- and privately-funded projects;


Design, develop and implement a strategy in line with agency initiatives for supporting CRS partner  ▪
organizations in M&E related activities;


Supervise and mentor M&E Unit Officers. ▪


3 – Strengthening Management Information Systems (10%)


Support and contribute to the development of a Management Information System through  ▪
documentation, implementation and coordination of standardized M&E;


Collaborate with sectoral M&E Officers to identify their M&E related needs and allocate resources  ▪
accordingly;


Develop and implement a mechanism to collaborate with sectoral M&E Officers in mentoring and  ▪
assessing the performance of M&E Unit staff.


4 – Direct Technical Support (40%)


Provide direct technical support to CRS/Kenya and its partners in developing indicators and M&E plans; ▪


Ensure that monitoring visits are meaningful and capture data sought and feed into management  ▪
decisions;


Develop possible indicators to measure the impact of sectoral programs in food security (DAP); ▪


Work with CRS program staff and partners to develop a framework to monitor and evaluate the progress  ▪
and impact of all CRS/Kenya programs.


Key Working Relationships


Reports to: Director, Education and Program Support Division


Internal: Sectoral M&E Officers, M&E Unit staff, Division Directors (EPS, HABN and GGSP), Country 
Representative, EARO RTAs, Country Program Programming staff, HQ M&E Team


External: USAID Mission, PVOs, local universities and other academic institutions working in M&E, Professional 
Associations (e.g. Kenya Evaluation Association), other M&E consultants in the country and region.


Qualifications
At least a Master’s in a field related to international development and relief; ▪


At least seven years of progressive responsibility in relief and development programs, including  ▪
significant time in a M&E capacity;


Thorough familiarity with principles and current approaches to monitoring and evaluation of relief and  ▪
development programs using both quantitative and qualitative methods;


Understanding of U.S. government expectations and trends for monitoring and evaluation, including  ▪
food-assisted programs;
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Experience in facilitating the capacity building efforts of diverse colleagues, including those in local  ▪
partner agencies;


Willingness and ability to travel approximately 25% of time. ▪


Personal/Professional Skills
Demonstrated ability to transfer knowledge to diverse audiences through training, mentoring, and other  ▪
formal and non-formal methods;


Familiarity with adult learning principles/techniques and demonstrated ability to design and facilitate  ▪
learning opportunities for adults;


Excellent interpersonal, organizational and written/verbal communication skills, including in cross- ▪
cultural settings;


Ability to engage and motivate staff in a challenging program area; ▪


Ability to work effectively under pressure and to organize and prioritize competing activities; ▪


Strong leadership skills; ▪


Ability to work effectively in a team-oriented environment; ▪


Flexibility, patience, dedication and creativity; ▪


Strong computer skills (MS Word, MS Excel, MS Access, MS Power Point, MS Project, SPSS). ▪


Work Environment


The place of performance shall be Nairobi, with significant travel to programming areas in Kenya.







 Hiring M&E Staff  •  31


Annex I.C  
Example of Level 2 Job Description


Department I-LIFE Programme Management Unit 
Job Title Monitoring & Evaluation Coordinator 
Grade C2 
Immediate supervisor Head of Progamming and Learning Unit 
Location Lilongwe, Malawi


Background


CRS Malawi is the lead organization of I-LIFE (a consortium DAP) which is designed to improve household 
livelihood security in targeted rural areas.  CRS has taken the lead for the monitoring and evaluation of I-LIFE.  


Purpose


The purpose of this position is to oversee and ensure the collection of quality M&E data.  


The primary responsibility of this position is to provide programmatic support and technical assistance to I-LIFE 
through collaboration with partners to ensure program quality.  M&E Coordinators will play a key role in liaising 
with partners on all programmatic aspects of I-LIFE.  Key functions of this position will include monitoring and 
evaluation (M&E), learning, program implementation, and representation. 


Primary Job Responsibilities
Collaborate with partners to develop, implement and maintain an integrated M & E system for I-LIFE; ▪


Ensure timely submission of quality progress reports from I-LIFE partners; ▪


Provide technical assistance and build capacities of I-LIFE and her partners in all M&E related activities;  ▪


Coordinate monitoring, evaluation and learning for partners. ▪


Key Job Tasks


Program Quality  


Provide guidance and support to I-LIFE partners in the development and implementation of monitoring  ▪
tools, which will include, but not be limited to, data collection, analysis and reporting on program 
indicators;


Collaborate with I-LIFE partners in planning, designing and undertaking program evaluations/ ▪
assessment;


Foster learning within I-LIFE, through sharing lessons learnt, evaluations results, as well as playing a key  ▪
role in Technical Working Groups among other ways;


Ensure standardization of M&E tools and methodologies across implementing partners; ▪


Provide guidance and support to I-LIFE partner(s) in preparing and submitting timely quality progress  ▪
reports;
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▪ Provide leadership in the development and management of I-LIFE information management system;


▪ Contribute to development, growth and maintenance of I-LIFE resource center;


▪ Collaborate with I-LIFE partners to plan, conduct and/or facilitate programming related capacity-building 
activities, e.g., trainings.


Program Representation


▪ Act as key M&E liaison for assigned I-LIFE partners;


▪ Participate in field visits to partner working area to monitor progress and provide guidance;


▪ Participate in I-LIFE technical working groups and IGM meetings.


Any other duties assigned by supervisor


Key Workshop Relationships


Internally: This position reports to the Head of Programming and Learning Unit, and will maintain close 
collaboration with the I-LIFE partner M&E officers as well as the I-LIFE Director.   


Externally: This position is expected to coordinate with I-LIFE partners, local government officials and structures 
as appropriate and community-level CBOs and NGOs.


Qualifications


Required


Minimum of a University degree in Social Science, Economics or Rural Development or in any related  ▪
field. With extensive experience in monitoring, evaluation and learning;


Sound experience in participatory research methodologies; ▪


Knowledge of word processing, spreadsheets, data entry and analysis packages and data bases   ▪
like MS Word, Excel and SPSS);


Demonstrate professional maturity and good interpersonal skills for teamwork, and good written and  ▪
verbal communication skills;


Ability to work to meet deadlines in multiple tasking environments; ▪


Previous experience working on Title II programming; ▪


Previous experience working in a consortium.  ▪


Desired


Post-graduate certificate in a related field and experience with surveys, sampling methodology, data  ▪
analysis and reporting;


Sound report writing, interpersonal, facilitation, and communication skills. ▪


Working Environment


This position is based in Lilongwe and requires travel to field sites up to 50% of the time.
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Annex II Summary Job Table
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Annex III  
List Servs for Job Postings


The information provided below refers to specific organizations and Web sites which commonly post M&E job 
advertisements. It will be useful to review the Web sites listed below to select those most relevant in for your job 
search. The contact information listed may need to be updated and all necessary information should be available 
from an Internet search.  


This list is a starting point but include any other Web sites or list servs which you have found to be useful. It is 
also worthwhile to liaise with your colleagues to find out if they have any additional Web sites to recommend.


Recommended Web Page and List Servs
M&E Specific Web sites


Monitoring and Evaluation News  ▪
www.mande.co.uk


Performance Assessment Resource Center (PARC)  ▪
www.parcinfo.org


INGO (predominantly US)  ▪
www.eval.org


International and Cross-cultural Evaluation (ICCE)s  ▪
www.evaluationcanada.ca


American Evaluation Association (AEA)   ▪
www.eval.org


African Evaluation Association   ▪
www.afrea.org


The Evaluation Center at the University of Western Michigan  ▪
www.wmich.edu


Brazilian Evaluation Network  ▪
www.avaliabrasil.org.br/IntroductionRebramaEnglish.html


Evaluation Network of Latin America and the Caribbean   ▪
www.lacea.org


UK Evaluation Society   ▪
www.evaluation.org.uk


European Evaluation Society   ▪
www.europeanevaluation.org


Malaysian Evaluation Society   ▪
www.mes.org.my


XC-Eval  ▪
www.groups.yahoo.com/group/xceval/    
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General International Development Web sites


Relief Web  ▪
www.reliefweb.int/vacancies/


DevNetJobs   ▪
www.devnetjobs.org


ConsultingBase  ▪
www.consultingbase.com/jobmkt/index.cfm


Development Opportunities   ▪
www.dev-zone.org/jobs/


Foreign Policy Association Job Board   ▪
www.fpa.org/jobs_contact2423/jobs_contact.htm


Johns Hopkins Bloomberg School of Public Health Center for Communication Programs  ▪
www.jhuccp.org/index.shtml


International Development Research Center (IDRC) Evaluation Unit, President’s Office   ▪
email: evaluation@idrc.ca 


Global Affairs Institute, The Maxwell School, Syracuse University   ▪
email: bwdayton@maxwell.syr.edu


Idealist  ▪
www.idealist.org


The Communication Initiative Vacancy Service   ▪
www.comminit.com/vacancies.html


One world   ▪
www.oneworld.net/


AIMEnet (health and HIV specific)  ▪
www.globalhivevaluation.org 


Interaction  ▪
www.interaction.org


Development Executive Group  ▪
www.DevelopmentEx.com


International Career Employment Weekly   ▪
www.internationaljobs.org


  



http://www.oneworld.net/
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Annex IV  


Matrix for Shortlisting Applicants
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Annex IV Matrix for Shortlisting Applicants


N
am


e
E


du
ca


ti
on


 
le


ve
l


Ye
ar


s 
of


 
M


&
E


 W
or


k 
E


xp
er


ie
n


ce


Te
ch


n
ic


al
 


sk
ill


s—
M


&
E


 
de


si
gn


Te
ch


n
ic


al
 


sk
ill


s 
- 


C
on


du
ct


in
g 


M
&


E
 


ac
ti


vi
ti


es
 


(b
as


el
in


e 
su


rv
ey


s,
 


m
on


it
or


in
g 


sy
st


em
s,


 e
tc


)


Te
ch


n
ic


al
 


sk
ill


s—
da


ta
 


an
al


ys
is


R
el


ev
an


t 
la


n
gu


ag
e 


sk
ill


s


C
om


pu
te


r 
pr


og
ra


m
 


ab
ili


ty


W
ri


ti
n


g 
ab


ili
ty


 
(c


ov
er


 
le


tt
er


, 
w


ri
ti


n
g 


sa
m


pl
e,


 
et


c)


O
th


er
 


re
le


va
n


t 
sk


ill
s 


(s
p


ec
if


y)


C
om


m
en


ts
Sh


or
tl


is
t 


(Y
es


 o
r 


N
o)


C
H


ig
h


Lo
w


Lo
w


Lo
w


M
ed


iu
m


H
ig


h
M


ed
iu


m
H


ig
h


Lo
w


Ve
rs


at
ile


 a
nd


 
ad


pa
ta


bl
e,


 
ap


pe
ar


s 
to


 b
e 


ab
le


 to
 tu


rn
 h


er
 


ha
nd


 to
 m


an
y 


di
ffe


re
nt


 th
in


gs
. 


Bu
t c


om
es


 a
cr


os
s 


as
 a


 g
en


er
al


is
t, 


no
t s


om
eo


ne
 


w
ith


 a
 d


ee
p 


un
de


rs
ta


nd
in


g 
of


 
in


st
itu


tio
na


liz
in


g 
im


pr
ov


ed
 M


&
E 


in
 a


n 
iN


G
O


; 
in


de
ed


, l
itt


le
 


m
en


tio
n 


of
 iN


G
O


 
ex


pe
ri


en
ce


.


N
o


D
M


ed
iu


m
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


H
ig


h
Pl


en
ty


 o
f 


ve
ry


 re
le


va
nt


 
ex


pe
ri


en
ce


. H
as


 
be


en
 a


 re
gi


on
al


 
di


re
ct


or
 s


o 
ca


n 
off


er
 a


dv
ic


e 
ab


ou
t p


ro
m


ot
in


g 
M


&
E 


in
 a


n 
iN


G
O


 
fr


om
 th


e 
‘o


th
er


 
si


de
 o


f t
he


 fe
nc


e’
. 


A
 p


re
lim


in
ar


y 
sh


or
tli


st
 


ca
nd


id
at


e.


Ye
s







 Hiring M&E Staff  •  39


Annex IV Matrix for Shortlisting Applicants


N
am


e
E


du
ca


ti
on


 
le


ve
l


Ye
ar


s 
of


 
M


&
E


 W
or


k 
E


xp
er


ie
n


ce


Te
ch


n
ic


al
 


sk
ill


s—
M


&
E


 
de


si
gn


Te
ch


n
ic


al
 


sk
ill


s 
- 


C
on


du
ct


in
g 


M
&


E
 


ac
ti


vi
ti


es
 


(b
as


el
in


e 
su


rv
ey


s,
 


m
on


it
or


in
g 


sy
st


em
s,


 e
tc


)


Te
ch


n
ic


al
 


sk
ill


s—
da


ta
 


an
al


ys
is


R
el


ev
an


t 
la


n
gu


ag
e 


sk
ill


s


C
om


pu
te


r 
pr


og
ra


m
 


ab
ili


ty


W
ri


ti
n


g 
ab


ili
ty


 
(c


ov
er


 
le


tt
er


, 
w


ri
ti


n
g 


sa
m


pl
e,


 
et


c)


O
th


er
 


re
le


va
n


t 
sk


ill
s 


(s
p


ec
if


y)


C
om


m
en


ts
Sh


or
tl


is
t 


(Y
es


 o
r 


N
o)


E
M


ed
iu


m
Lo


w
Lo


w
Lo


w
Lo


w
H


ig
h


Lo
w


H
ig


h
Lo


w
A


n 
in


te
re


st
in


g 
C


V,
 b


ut
 n


ot
 


re
al


ly
 s


ui
te


d 
to


 
th


is
 le


ve
l o


f a
 


po
si


tio
n.


  W
ill


 
ke


ep
 h


is
 C


V
 o


n 
fil


e 
fo


r f
ut


ur
e 


op
po


rt
un


iti
es


 o
r 


da
ta


 c
ol


le
ct


io
n 


ac
tiv


iti
es


.


N
o


F
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


A
n 


ob
vi


ou
s 


ca
nd


id
at


e 
fo


r 
th


e 
pr


el
im


in
ar


y 
sh


or
tli


st
. O


n 
pa


pe
r, 


pr
ob


ab
ly


 
th


e 
st


ro
ng


es
t 


ca
nd


id
at


e.


Ye
s


G
M


ed
iu


m
M


ed
iu


m
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


H
ig


h
H


ig
h


A
 v


er
y 


st
ro


ng
 


C
V


 a
nd


 v
er


y 
w


el
l-s


ui
te


d 
fo


r 
th


is
 p


os
iti


on
. 


Ve
ry


 re
le


va
nt


 
ex


pe
ri


en
ce


 in
 


de
ve


lo
pi


ng
 


an
 e


va
lu


at
io


n 
sy


st
em


 a
nd


 
gu


id
el


in
es


. 
W


or
th


 
co


ns
id


er
in


g 
du


ri
ng


 a
 


pr
el


im
in


ar
y 


re
vi


ew
 o


f 
sh


or
tli


st
 


ca
nd


id
at


es
.


Ye
s







 Hiring M&E Staff  •  40


Annex V  
Applicant Screening Interview Questions


Candidate Name: _________________________________________ Date: __________________________________


Position: _________________________________________________ Dept.: _________________________________


Recruiter: ________________________________________________


First, are you still interested in this position?   1. 


Could you tell me why you decided to apply for this position?   2. 


Why are you interested in making a move right now? (If currently employed)3. 


Why did you leave your last company? (If not employed).  4. 


What is your current (or last) base salary?  Do you have a minimum salary for which you will work?  5. 


Could you tell me about your background and experience and describe how you feel they relate  6. 
to this job?  


What attracts you to this organization? 7. 


Clarify any gaps of employment.   8. 


Do you have any questions of me?  9. 


Thanks for your time and comments. As we proceed with this process and while we cannot make any promises,  
if you are selected for an interview, you will be contacted.
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Annex VI  
List of Suggested Interview Questions  
for Level 4 and Level 3 Positions


What motivated you to apply for this position?1. 


Please describe your roles and responsibilities related to M&E in your last or current job. 2. 
Include any follow up questions to gain greater clarity or more detail.


Please describe the particular challenges you faced in your last/current position.  3. 
Include any follow up questions to gain greater clarity or more detail.


How did you work to address these challenges? Please explain in detail.4. 


Please describe how you plan to utilize your educational background as M&E Advisor.  5. 


What is your level of management experience?6. 


Please describe your efforts to build the capacity of staff related to M&E skills and activities in your last 7. 
or current position. What did you find particularly challenging about this?  What did you find to be most 
successful?  


It is often a chore to motivate project staff to fully engage in M&E activities and to ensure that M&E 8. 
findings are fed back into program design. Can you please describe cases where your efforts in this were 
more successful? And less successful? How would you explain these differences?  


Please discuss the ways in which both averages and percentages can either be misleading or 9. 
advantageous in presenting data results.  


We often have to tailor M&E results to different audiences. How have you in the past or how would you 10. 
in the future tailor the results of data analysis when presenting to different audiences? For example, 
outline your presentation of the results of a baseline study related to access to basic infrastructure 
(community and/or other basic infrastructure such as health clinics) for different community groups to a) 
members of the surveyed community and b) project donors.


How do you determine the sample for household surveys? How would you account for stratification and 11. 
for clustering household samples in a sampling strategy for quantitative surveys? Please be specific. 
 
Reference to the standard sampling equation, which is not related to the size of the population. Instead the sampling 
equation is related to the level of agreeable error and expected level of variation within the population. In order to 
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Annex VI List of Suggested Interview Questions for Level 4 and Level 3 Positions


account for stratification and clustering the sample must be increased. Stratification is the ability of the sample to 
allow for statistical comparisons between predetermined groups. Clustering is first selecting clusters (communities 
or schools, etc) of sampling units (households or children, etc) and then selecting the sampling units within each of 
these selected clusters.  


How would you sample households within a community when you are operating without a list of 12. 
household names? Please be specific. 
 
Describe “spin the pen method”, starting with defining geographic boundaries of the community, identifying the 
center of the community, determining the first direction by spinning the pen, counting the number of households in 
this line to the edge of the community, selecting the first house at random, and selecting the following houses in a 
systematic manner. 


What is your experience with participatory community monitoring? What do you think are the 13. 
advantages and disadvantages or community monitoring? Please explain.


There is an effort among some organizations to create global indicators for food security and livelihood 14. 
security. What would be the benefits of this? Whether or not you are aware of this effort, what would you 
anticipate to be most challenging about this?  


Tailor any additional questions to point of interest from the candidate’s CV.  
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Annex VII  


Interview Protocol


Do


Prepare with the team for the interview and ensure all team members have the necessary paperwork  ▪
in front of them.


Put the interviewees at ease.  Be warm and engaging. ▪


Minimize the time that the interviewers talk. ▪


Arrive well-prepared at the start of each interview. ▪


Actively listen to the interviewee’s responses. ▪


Maintain eye contact with the interviewee.  ▪


Take notes during the interview to help you remember key points and your impression of each  ▪
applicant.


Allow for pauses during the interview in case the interviewee is still formulating a thought or  ▪
response.


Close each interview with positive comments about the interviewee’s qualifications or responses. ▪


Clarify any points of interest or relevant work experience on the candidate’s CV. ▪


Ask follow-up questions in order to clarify any unclear points or responses. ▪


Invite the interviewee to ask questions of the interview panel.  ▪


Don’t


Argue or debate with the interviewee for any reason. ▪


Express criticism of any answer given by the interviewee. ▪


Interrupt the interviewee at any point. ▪


Ask close-ended (yes or no) questions. ▪


Ask overly personal or intrusive questions.  ▪


Express a negative reaction to any of the interviewee’s responses or statements. ▪


Disclose your opinion of the quality of the candidate’s interview at the end of the interview.  ▪


Yawn when the candidate is speaking! ▪







 Hiring M&E Staff  •  44 Hiring M&E Staff  •  44


Annex VIII  


Example of Results Framework
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Annex VIII Example of Results Framework


Discussion Points
Discuss CRS’ programmatic strategy outlined in the Results 
Framework


CRS aims to address a wide variety of needs—including 
loss of livelihood strategies, poor health conditions and 
practices, lack of infrastructure and weak civil society and 
governance—which followed in the wake of the tsunami.  
The project will rebuild lost assets and livelihood strategies 
in a way that promotes sustainability and perhaps 
resilience to future shocks.  CRS believes that these needs 
are all, in some way, interconnected and should be address 
at the same time to ensure growth and progress.   


Describe the context in which program operates. The targeted population has experienced loss on many 
levels and have a variety of competing needs.  Households 
need to have restored access to infrastructure and income-
generating opportunities and well as to adopt improved 
behaviors (i.e. health) and more resilient livelihood 
strategies.  


How do the stategic objectives (SOs) work together to 
achieve the strategy?


Jointly, the SOs will work together to rebuild infrastructure 
and improve household practices to restore and improve 
living conditions. For example, one SO will address access 
to quality water and the other will address improved 
health practices to approach health status from two 
directions.


What are examples of specific SOs and intermediate 
results (IRs) that could be used to complete the Results 
Framework?


SO4:  Affected households have increased livelihood 
security.  


IR2.1:  Households practice improved care-seeking 
behaviors.


What are examples of the ways in which cross-cutting 
intermediate (increased capacity, gender responsiveness, 
conflict transformation techniques and community 
development) could be integrated with the SOs and other 
IRs in the Results Framework? 


IR2.2 and increased capacity:  training for health facility 
staff and improving management of drug and medical 
supplies will increase household access to quality health 
services.


IR1.2 and gender responsiveness:  building gender-
appropriate water and sanitation facilities will address 
gender-specific problems which women may have 
experienced with the previous water and sanitation 
facilities.  


SO3 and community development:  by improving civil 
society and governance and increasing the community’s 
participation in transparent governance and role in 
management of civil society processes, the project will 
contribute to overall community development.


Solicit any questions, comments or suggestions the candidate has for the Results Framework.  
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Annex IX 


Example Indicator Performance Tracking Table 
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Annex IX Example Indicator Performance Tracking Table 
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Annex IX Example Indicator Performance Tracking Table 


Discussion Points
Impact Indicator 1.1:  There is a huge jump anticipated from 60% to 100% in communities that have food security plans 
between FY04 and FY05. This is unrealistic unless there is a contextual event which we believe will account for a portion of 
this increase.


Impact Indicators 1.2:  The baseline value of the food security community capacity index is “to be determined” yet the 
table shows an anticipated score of 20 in FY01. Without a baseline value, we are unsure if the score of 20 would represent 
an increase, decrease or no change from the baseline value. In the absence of a baseline value, it is better to anticipate a 
relative increase in the score, such as “increase by 20%” in FY01.


Monitoring Indicator 1.1:  The IPTT suggests that the program will not measure the number of food security structures 
in FY01, FY02, FY03, or FY04. It would advisable to monitor these data throughout the program in order to ensure the 
program is progressing during these years. Waiting for FY05 to again measure this indicator could allow for either a great 
surprise or major disappointment at the end of the project.


Monitoring Indicator 1.2:  The number of members participating in food security structures is anticipated to jump from 
“0” to 2000 between the baseline and FY01 and is not anticipated to change between years FY03 and FY05. It is unlikely 
that the change would be so varied between years.  It is more probable that there would be a steady increase over the 
years. The second portion of this indicator shows that the percent of female participants will increase substantially 
between the baseline and FY05. If the percent of women increases and the number of members participating stays the 
same, then the number of male participants would have to decrease. It is unclear why this change is anticipated.


Monitoring Indicator 1.4:  This indicator shows anticipated percentages of households with one or more members trained 
in several technical matters. However, there is no baseline value for the percent trained in “AH” of “ENV” in either the 
baseline or FY01. It is unclear why this information is not included. Will these two types of training not be initiated until 
FY02?


Impact Indicator 2.1:  It may not be realistic to anticipate that household will achieve 12 months of food security in FY05. 
Providing an average of 12 suggests that each household would have had to reach this level (12 months) as it would not be 
possible for households to have achieved 13 months of food security per year (which would help to maintain an average of 
12 if some households had reached 11 months).  


Impact Indicators 2.2:  Without a baseline figure for agricultural production, it is unwise to anticipate targets of absolute 
values in kgs. The values in kgs provided may represent an increase, decrease or no change from the baseline value.


Impact Indicator 3.1:  The table suggests that the program will not monitoring nutritional status during FY01-FY04.  
It would be unwise to miss capturing the nutritional impact of the program during these years. While stunting is a 
nutritional indicator that does not change as rapidly as wasting, stunting should be measured on a yearly basis at 
minimum. It is important that nutritional data are collected at the same point in time each year to account for seasonal 
variations in nutritional status. 


Monitoring Indicator 3.1:  It is not clear whether the values presented reflect anticipated changes in “the percent of 
women receiving vitamin A” or in the percent of “infants receiving vitamin A”. All indicators should be specific and refer 
to only one measure. The IPTT should include values for which the program will be held accountable. The anticipated 
value of 100% in FY05 should be approached with caution. 


Monitoring Indicator 3.2:  It is not clear whether this indicator is related to children receiving sold food, liquid, salt and 
sugar water or ORS following a diarrheal episode. This indicator should be revised to include only one of the above 
treatments. 
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Annex X  
Matrix for Scoring Interviews


Interview Team Member: Team Member B


Candidate: Candidate A


Date of Interview: June 1, 2007


Instructions:


On each point, you will judge the candidate’s answer and give the candidate a score between 1 and 5 based on 
how well they answered. 1 being low and 5 being high.  


After the interview, you will add the individual scores together to get a TOTAL SCORE.  
Write the TOTAL SCORE in the appropriate box on the front page.


Category Scoring (1–5) 
1 = lowest  /  5 = highest


Comments


Candidate is well-spoken 5 Spoke very articulately, gave good amount of detail


Quality of responses - management 
experience


3 Has work as a supervisor of an M&E team for only 
a limited amount of time, 6 months or so


Quality of responses – capacity-
building experience


3 Has only limited experience in building capacity of 
team, again limited to 6 months of previous work 
experience


Quality of responses - sampling 4 Great – touch on all key points and theories, 
however, wasn’t familiar with sampling equation


Quality of responses - community 
monitoring


5 Good ideas about community monitoring and has 
experience with community monitoring in the past


Quality of responses - ProFrame 4 Highlighted several key issues – was able to infer a 
good deal about the context from the ProFrame. 


Quality of responses – IPTT 4 Strong as well – good comments


Quality of data analysis skills 5 Fulfilled all desired analysis tasks and seemed very 
comfortable with SPSS


Level of Personal Competencies 5 Team player, self- motivated


Other (specify, ex. Training experience) 2 Has only limited experience with training


Quality of Writing Sample 4 Strong document


Quality of References 5 Good impression from all references


Overall Interview Score 49 Would feel comfortable hiring this candidate
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Annex XI  
Questions for References for Level 4 and Level 3 Positions


In what capacity have you worked with (candidate)?1. 


How long did you work with (candidate)?2. 


P3. rovide a short description of the job and the main job responsible. How would (candidate’s) strengths make 
him/her suitable for this position?  Please describe these strengths.  


Do you anticipate that any portion of this position would be particularly challenging for (candidate)?  4. 
How so? What type of training or additional technical capacity do you think the candidate would need to 
excel in these areas?    


What do you see as (candidate’s) main personal competencies and strengths? What are the areas in which 5. 
he/she should work to improve?


Does (candidate) work better in a team or individually? Please explain why you think this is so.6. 


Are there any other comments you have regarding (candidates) suitability for this position?7. 


Tailor any other questions to specific points raised during the interview or during your discussion with the 8. 
interview team.
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Preface


Monitoring and evaluation (M&E) are core responsibilities of CRS and 
American Red Cross program managers and help ensure quality in 
programming. The Human Interest Stories module is one in a series of M&E 
training and capacity-building modules that the American Red Cross and CRS 
have agreed to develop collaboratively under their respective Institutional 
Capacity Building Grants. These modules are designed to respond to field-
identified needs for specific guidance and tools that did not appear to be 
available in existing publications. Although examples in the modules focus on 
Title II programming, the guidance and tools provided have value beyond the 
food-security realm.


Our intention in producing the Human Interest Stories module is to provide 
readers with a document that helps them to understand better how human 
interest stories can be used to enhance or complement current program 
evaluation tools. As this is a new area for most field practitioners, the manual 
focuses on the definition of human interest stories, how they can be used, 
and what needs to be done to identify, document, and disseminate effective 
stories. The manual also offers step-by-step guidance on the who, what, why, 
when, where, and how of writing and communicating human interest stories, 
with specific suggestions for organizing information. 


Please send comments on or suggestions for this module to  
m&efeedback@crs.org.


Recommended citation: De Ruiter, Frank, and Jenny C. Aker with Guy Sharrock and 
Carolyn Fanelli. 2008. “Human Interest Stories.” American Red Cross/Catholic Relief 
Services (CRS) M&E Module Series. American Red Cross and CRS, Washington, DC 
and Baltimore, Maryland.
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Glossary


anecdote is a short personal account of an incident or event.


aperture is the opening in the lens that controls how much light hits the 
camera’s image sensor and is one way that a camera regulates exposure.


artificial light is light from a manmade source and is usually restricted to 
studio photo lamps and domestic lighting.


Beneficiary is a person who benefits from the private voluntary organization 
(PVO) program. Direct beneficiaries are those whose involvement in activities 
leads to improved program results measured via outcome indicators. In this 
manual, the term beneficiary has been replaced by participant.


Good practice is a technique or methodology that, through experience and 
research, has proven to reliably lead to a desired result.


Bias is the extent to which a measurement, sampling, or analytic method 
systematically underestimates or overestimates the true value of an attribute.


Depth of field is a means of describing the area of a photograph that is in 
focus. A photograph that shows the area close to the camera and things far 
away all in good focus is said to have a large depth of field. 


Development assistance program (DaP) is a Title II program that is approved 
by USAID’s Office of Food for Peace (FFP) to operate for more than one 
year (usually between three and five years). The DAP can be funded with 
a combination of Title II emergency and non-emergency resources or only 
non-emergency resources over the life of the activity. After FY06, DAPs were 
replaced by MYAPs (see below).


Human interest story is a type of story that is concerned with the activities of 
a few identified people. It is told as the “story behind the story” and that it 
shows the personal story behind a larger story affecting many people.


lead is the introductory section of a story, particularly in journalism.


lesson learned is a clear and substantive finding on a specific issue based 
on data, observations, and evaluation. It illustrates a strategy, technique, 
principle, process, or activity that should be followed in the future. Lessons 
learned are well documented (not anecdotal) and backed up by clear 
qualitative and quantitative evidence. 
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Glossary


Multi-year assistance program (MYaP) is a Title II program that is approved 
by USAID/FFP, to operate for more than one year (usually between three and 
five years) as of FY06. MYAPs can be funded with a combination of Title II 
emergency and non-emergency resources or only non-emergency resources 
over the life of the activity.


natural light photography is defined as when a photographer uses only 
available light and does not use an additional external light source. Usually 
this creates a natural atmosphere in a photograph.


Qualitative data is a general term given to evidence that is text based rather 
than numeric in representation. These kinds of data result from attempts 
to capture participants’ experiences in their own words, through (semi-
structured) interviews, participant observations, and documents that may be 
analyzed from a variety of perspectives. Qualitative data consist of detailed, 
in-depth descriptions and analyses of situations, people, events, interactions, 
and observed behaviors, and direct quotations from people about their 
experiences, attitudes, beliefs, and thoughts.


Quantitative data are observations that are represented in numerical form. 
Examples include the number of training workshops conducted, the number 
of people trained, the number of food-insecure households in a district, and 
project participants’ attitudes about a certain subject. All of these can be 
expressed as numbers, as amounts, or as degrees. Quantitative data can be 
analyzed with statistics, both descriptive and inferential. Quantitative data 
may come from secondary data sources such as facility-based records, formal 
tests, standardized observation instruments, and project records.


Portrait shot is photography in which a person is the subject of the photo. 


Safety net is a system of providing resource transfers to low-income and other 
vulnerable individuals and populations who are unable to meet basic needs 
for survival and human dignity. Individuals may be unable to meet these 
needs due to an external shock, such as a natural disaster or war, or due to 
socioeconomic circumstances, such as age, illness, disability, or discrimination. 


Triangulation is the diversification of perspectives that comes about when a set 
of issues is investigated by a diverse multidisciplinary team, using multiple 
tools and techniques, with individuals and groups of people who represent 
the diversity of the community that is the subject of the investigation.


uSaiD/Food for Peace (FFP) Title ii Program is the provision of Public Law 480 
(PL480) that provides food aid and cash resources for overseas programming 
to address emergencies, alleviate hunger, and promote economic 
development. 







 Human Interest Stories  •  1


Purpose of the 
Module 


The primary audience 


for this module is PVO 


field practitioners who 


are responsible for 


either implementing 


or managing the story-


writing process for both 


donor and privately-


funded projects. Whether 


the reader is directly 


engaged (i.e., collecting 


the data and writing the 


stories) or managing the 


process (i.e., overseeing 


the author), certain 


steps must be taken to 


ensure a high quality and 


accessible final product.


Executive Summary 


in fiscal year 2003, USAID’s Office of Food for Peace (FFP) requested that 
short narratives of Title II activities and impacts be included as part of annual 
results reports (Food Aid Management 2006). In response to this request, the 
Food Aid Management (FAM) project’s Monitoring and Evaluation (M&E) 
Working Group addressed the need for guidance on how to write clear and 
consistent human interest stories by developing the Success and Learning 
Story Writing Package. Since this document was produced, private voluntary 
organizations (PVOs) have been using human interest stories for a variety of 
purposes, including results reporting, evaluations, and fundraising. 


The co-authors of this module have outlined a seven-step process for 
developing human interest stories, based on their experience using such 
stories in a final evaluation of a development assistance program (DAP) 
proposal. The steps are as follows:  


Step 1: Select the right type of human interest story
  


Step 2: Determine the story focus
  


Step 3: Write a scope of work, identify a team, and draft an action plan
  


Step 4: Select sites and participants
  


Step 5: Gather the information needed
  


Step 6: Write the story
  


Step 7: Share the stories
  


Section I provides overall background for human interest stories, including 
the definition, different types, and why and how they can be used by PVOs. 
Section II describes each one of the seven steps in detail in terms of:


Why the step is important for developing human interest stories ▪


What needs to be done to prepare for and undertake that step ▪


Who should be responsible for the step ▪


How the step will be accomplished. ▪


The annexes provide references to cited documents as well as useful  
examples and tools.
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In the context of private 


voluntary organization 


(PVO) projects, human 


interest stories document 


the experiences of 


individuals who are 


affected by those 


projects.


Understanding Human Interest Stories


Learning Objectives 


This section aims to clarify readers’ understanding of what is meant by human 
interest stories and to demonstrate why and how such stories can be used. 


This section covers how to:


Define human interest stories and distinguish among the different types  99
 of such stories


Identify the potential uses of human interest stories99


Use recommended criteria to determine which type of human interest story  99


 best fits the program’s needs


What Are Human Interest Stories?


Human interest stories are concerned with the activities of a few people. In 
the context of private voluntary organization (PVO) projects, human interest 
stories document the experiences of individuals who are affected by those 
projects. Such stories personalize the successes and challenges and emphasize 
the human aspect of a PVO’s work. 


For PVOs, there are two types of 
human interest stories: the success 
story and the learning story  (Food 
Aid Management [FAM] 2006).  
A success story describes what, 
when, why, where, and how a 
project has had a positive impact on 
an individual’s life. A learning story, 
however, focuses on an individual’s 
response to challenges arising out of 
a project, how these challenges were 
addressed, and what was learned from the experience.


a success story focuses on 


a project’s positive impact 


on an individual’s life in his or her 


own words. 


a learning story focuses on the 


lessons learned by an individual in 


the context of positive or negative 


project experiences. 
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Understanding Human Interest Stories


The distinction is important because the steps for developing each type of 
story can differ in practice. Consequently, an important first step is choosing 
which type of story will be more relevant to the selected program. Section 
II discusses the criteria for selecting story type and implications for data 
collection and writing.


Why Should PVOs Use Human Interest Stories?


A variety of project documents, such as annual reports, progress reports, and 
evaluation reports, describe in narrative and numerical form the successes and 
challenges that have been faced by individuals targeted by the project. Human 
interest stories provide a unique opportunity to complement other M&E data 
collection techniques by focusing on individuals’ personal reflections. For 
example, while a final evaluation might focus on overall project successes 
and challenges in increasing literacy rates among members of a targeted 
community, a human interest story would complement this information by 
describing how being able to read and write has had an impact upon an 
individual’s life. Human interest stories focus on the particular in contrast to a 
more general account of change. 


Such stories respond to a growing desire by donors for this kind of 
information. For example, in 2003, USAID/FFP requested that short narratives 
of Title II activities and impacts be included as part of annual results reports. 


How Can These Stories Be Used?  


Human interest stories can be used in a variety of contexts and for a variety of 
purposes, as follows: 


To complement existing M&E data collection tools by providing an  ▪
individual perspective of a PVO’s project


To raise awareness of specific development issues through media  ▪
campaigns


To respond to specific donor-driven reporting needs.  ▪


For these reasons, it is important to draw up a dissemination plan as part of 
the process of developing human interest stories (see step 7, below).
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Developing Human Interest Stories


Learning Objectives 


This section provides detailed guidance on writing human interest stories, 
from the initial planning to data gathering and writing the final document. 


This section covers how to:


Identify the criteria for determining what type of human interest stories  99
 are relevant for a program’s needs


Define what type of information is necessary to write the story99


Outline the steps required to develop a human interest story99


Identify criteria for determining the story’s subject matter 99


Develop or modify semi-structured interview guides for gathering data99


List what actions to take and what to avoid when conducting interviews  99
 and taking photographs


Draft high-quality human interest stories99


Prepare a dissemination plan99


Step 1: Select the Right Type of Human  
Interest Story


Deciding which type of story is required—one with a focus on success or one 
on learning—is an important first planning step. First, answer the following 
questions: 


Who is the primary audience?  ▪


What is the purpose of the human interest stories?  ▪


Is it better to highlight success or to highlight learning? ▪


The first question concerns the target audience for the stories. Will the stories 
be geared towards current or potential donors? Are these donors public or 
private? Public donors may have a specific format for human interest stories, 
whereas stories geared towards private donors will need to follow agency 
guidelines, if they exist. 


Deciding which type of 


story is required—one 


with a focus on success  


or one on learning—is  


an important first 


planning step.
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Developing Human Interest Stories


The second question focuses on how the target audience will use the stories. 
In other words, will they be part of the ongoing M&E report system or more 
oriented to agency marketing needs? Will the stories focus on the individuals 
participating in a current project or on a broader development issue for which 
the agency is seeking funding?


The third question is related to the first two. It depends on the country office’s 
and the donor’s needs. Current donors might want to see the lessons learned, 
whereas future donors might be more likely to have interest in the successes 
that have been achieved.


Answers to the above questions will help the organization to develop the 
dissemination plan (see step 7, below) that is an important part of the process 
for obtaining the most added-value from the human interest stories.


Step 2: Determine the Story Focus


Once the decisions are made as to how the human interest stories will be 
used, the primary audience, and the story type, the next task is to determine 
the story focus. Be clear at this stage about the story scope and focus to 
ensure that the final product is useful to those commissioning the story. For 
example, say the program is a USAID/FFP-funded Multi-Year Assistance 
Program (MYAP) that is in its third year of project implementation; the 
programming sectors are health (maternal and child health), agriculture 
(natural resource management and cash crop marketing), and safety net 
programming. Based on a discussion of the criteria outlined above, a decision 
is made to include human interest stories as part of the midterm evaluation 
(i.e., the purpose) for USAID/FFP (i.e., the primary audience). However, 
there were a lot of implementation issues in the first project year that have 
affected progress to date. The decision is made to make story focus be on 
how the project participants have addressed these challenges, and it will be 
a learning story. However, the focus needs to be narrower. At a minimum, 
will the stories include all sectors or just a subset? In other words, should the 
stories concentrate on health or agriculture activities, or linkages between the 
two? Should the stories focus on specific project indicators or on individual 
experiences that were not captured by the indicators? By making these 
decisions, the story focus will be clearer and the program can move on to the 
next step.


Be clear at this stage 


about the story scope 


and focus to ensure that 


the final product is useful 


to those commissioning 


the story.
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Developing Human Interest Stories


Step 3: Write a Scope of Work, Identify a Team, 
and Draft an Action Plan


To write effective human interest stories, proper planning is critical. In 
Preparing for the Evaluation: Guidelines and Tools for Pre-Evaluation (2006), 
the authors outline the steps involved in preparing for an evaluation for a 
development project or grant. While human interest stories can be used for 
evaluation and non-evaluation purposes, many of the planning steps are 
similar to those taken for an evaluation. This module proposes the following 
planning steps to develop human interest stories:


Draft a clear scope of work (SOW) ▪


Identify the staff and consultant(s) to be involved ▪


Develop a draft action plan. ▪


Draft a clear SoW: Writing the SOW is a time-consuming task that is 
frequently neglected, but must be built into the planning process for human 
interest stories. A great deal of guidance already exists on how to write 
general and evaluation-specific SOWs. Rather than repeat this information, 
this module simply highlights the specific components of a SOW relevant to 
human interest stories.


Whether the stories will be written by an internal staff member or 
a consultant, the SOW should clarify the program’s expectations in 
developing such stories, the deliverables and final product, and the specific 
responsibilities of the individual managing and implementing the story-
writing process. 


A good SOW should include the following components:


A brief overview of the program, project, or development context (if  ▪
the story will be used to raise awareness of an issue)


The purpose of the human interest stories (evaluation, fundraising),  ▪
the type of human interest stories, the target audience, and how the 
human interest stories fit into the broader evaluation process


Major issues and questions that the human interest stories should  ▪
address (proposed focus)


Suggested data-gathering methodology (e.g., observation, semi- ▪
structured interviews)


Explicit reference to the need for respecting the security, dignity, and  ▪
self-worth of individuals being interviewed and photographed


A list of key documents that the country program will provide ▪


Schedule of deliverables and place of performance ▪


Suggested technical expertise for the human interest stories writer ▪


While human interest 


stories can be used for 


evaluation and non-


evaluation purposes, 


many of the planning 


steps are similar to those 


taken for an evaluation.
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Developing Human Interest Stories


Tools & Resources


Resources for Developing 
Human interest Stories


Format for the stories ▪


A plan for sharing the stories. ▪


The specific SOW components will differ according to the story purpose 
and the target audience. For example, if the stories are being used as part 
of a midterm or final evaluation, then the SOW should include the broader 
evaluation objectives and highlight the ways in which the story authors will fit 
into this process.1 


Annex II provides a sample SOW for a human interest story writer as part 
of a Title II final evaluation. For more detailed information on preparing and 
finalizing a SOW for program evaluations or technical assistance, refer to 
McMillan and Willard (2006) and Norem and McCorkle (2006).


identify the staff and consultant(s) responsible for managing and executing 


the process:  A critical decision to be made at this stage is whether to engage 
someone from outside the organization to lead and execute the human interest 
stories process or whether to use an internal staff member. Many factors 
need to be considered in making this decision, including donor expectations, 
the country program’s experience, and the kind of expertise available in the 
country and the region. The technical qualifications of the person responsible 
for the stories will depend on the story purpose and target audience. Ideally, 
the person who will be responsible will have a balance of skills in program 
evaluation and photojournalism. The latter may be particularly relevant since 
the stories should ideally complement—rather than substitute for—other data 
collection processes.


Develop a draft action plan for executing the process: Once the SOW 
is finalized and the person(s) identified, the country program should 
develop an initial action plan for the process. This plan should provide 
detailed information on the logistics, the estimated number of person-
days required for each task, the staff members assigned to the process, and 
recommendations for site visits and interviewee selection. While the plan may 
be modified during implementation, it will provide an overall framework for 
the process and can help to identify potential pitfalls in advance.


A sample action plan appears in table 1, below. Note that some of the previous 
steps (writing the SOW, identifying the person(s) responsible) are included in 
this table, in addition to steps that will be addressed in the following sections.


1 Most final evaluations use the main evaluation SOW as the basis for hiring all team 
members. If human interest stories are part of a broader final evaluation, it is recommended 
that the country program develop an individual SOW for the human interest story team 
member.
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Table 1: Sample Action Plan to Develop Human Interest Stories


What? Why? Who? Where? How much 
time?


SOW drafted and 
approved, internal and 
external persons identified


To clarify expectations and 
roles and responsibilities 
of persons involved in the 
process


Relevant PVO office Country program 2 days


Draft interview guides 
for human interest stories 
provided to country 
program


To allow for efficient 
planning and sufficient 
feedback on the data 
collection process


Human interest 
stories writer 
(internal or external)


Consultant’s place 
of residence or 
country program


2-3 days


Review of draft interview 
guides


To ensure that guides are 
finished prior to field visits


Human interest 
stories writer, 
relevant PVO staff, 
and partner staff


Country program 2 days


Site and participant 
selection, logistical 
planning for site visits


To ensure that sites and 
participants are feasible 
and are chosen to respond 
to the purpose and type of 
stories and target audience


Relevant PVO field 
office, partners, 
and human interest 
stories writer


Country program 1 day


Pretest interview guide To ensure that the guide 
and photographs collect 
the necessary information 
and are culturally and 
ethically appropriate


Human interest 
stories writer, 
PVO staff member 
assigned to follow 
the process, and 
PVO partner staff


Selected sites 1 day


Data collection for human 
interest stories


To collect necessary 
qualitative and 
quantitative data for the 
stories


Human interest 
stories writer, 
PVO staff member 
assigned to follow 
the process, PVO 
partner staff, and 
other team members 
(if part of an 
evaluation)


Selected sites (the 
specific number 
will depend upon 
the purpose of the 
stories)


5-7 days


Participatory analysis of 
results and selection of 
key stories


To build capacity among 
PVO and partner staff in 
understanding the data 
gathered for writing the 
human interest stories


Human interest 
stories writer, PVO 
and partner staff, 
and other team 
members (if part of 
an evaluation)


Country program 2 days


Draft human interest 
stories prepared, 
dissemination plan 
finalized, and debriefing 
conducted


To gather feedback on the 
quality and content of the 
stories, and on the draft 
plan for sharing the stories


Human interest 
stories writer, PVO 
staff, and partner 
staff, and other team 
members donor (if 
appropriate)


Country program 2 days


Final human interest 
stories submitted to the 
country office


Final step in submission Human interest 
stories writer


Country program 2 days
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Step 4: Select Sites and Participants


Once the SOW has been developed and the responsible person(s) selected, the 
next step is to select potential sites and interviewees for the human interest 
stories. Site and participant selection should be a participatory process, 
conducted with program and partner staff.2 


What is the best way to identify the most appropriate sites and interviewees—
in other words, those who will match the purpose and focus of the stories? 
Targeting needs to occur at two levels: 


The geographic site, which can include villages, centers, institutions,  ▪
or partner offices


With interviewees, who can include program participants, partner or  ▪
center staff, or non-program individuals and households. 


Site selection: Choose the sites carefully. The total number of sites selected 
will depend upon the focus of the stories, the target audience, budgetary 
considerations, and geographic feasibility.3 Suggested criteria for choosing 
sites include the following:


Geographic distribution:  ▪ Did different sites have vastly different 
program experiences? Should the sites be dispersed throughout the 
country or focus on a specific location? How long does it take to travel 
from one site to another?


Site representativeness: ▪ 4 Is the site representative of the experiences 
of other communities or centers that are involved in the program or 
areas that have experienced a disaster? Or is the site unusual in any 
way that makes it of potential interest for a story? A potential example 
is a rural community that has a low level of adoption of agricultural 
techniques promoted by the project, but higher levels of agricultural 
production than other villages. Selecting this site might provide some 
interesting insights into project participants’ experiences with the 
project. 


Site relevance to the purpose and focus of the human interest story: ▪  
Has the site benefited from a development program or project? If so, 
for how many years? What types of activities are implemented at the 
site? How do these activities relate to the overall focus of the human 
interest stories? 


Community participation:  ▪ Has the community or center been actively 
engaged in the planning and implementation of the project? Will they 
participate willingly in the data collection process? 


2 If the stories are part of a midterm and final evaluation, site selection and interviewees 
should be selected in collaboration with other evaluation team members to avoid 
duplication of efforts and to ensure that the stories fit into the broader evaluation process.


3 In the authors’ experience with human interest stories, visiting 5-7 sites in a 10-day 
period was feasible and provided a good mix of human interest stories for the final 
evaluation.


4 Representativeness is typically defined as “how accurately the sample represents the 
entire population (all people with the designated characteristics” (Fortune 1999).


Site and participant 


selection should be a 


participatory process, 


conducted with program 


and partner staff.
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Learning or success:  ▪ Are there individuals, households, or staff at the 
site who have demonstrated successes or lessons learned as a result 
of the project? Among these individuals, do some of them could have 
potentially interesting stories?


Responses to these questions will help to make initial site selections. For 
example, if the program decides that most geographic areas in the country 
have had similar experiences and project activities are fairly uniform across 
these areas, then the decision may be made to focus on one geographic 
location and on target sites that are unusual, e.g., sites that have encountered 
specific difficulties and overcome them. This could be distinct from human 
interest stories for a program with vastly different geographic locations and 
different types of activities implemented at each site. In this case, the country 
program might want to select sites dispersed throughout the country and 
those that are representative of the experiences of other communities.


Participant targeting: Potential interviewees for human interest stories can 
include project participants (individuals, households or committee members), 
non-project households, or PVO and partner staff. Project participants are 
most often the focus of human interest stories. That said, there are benefits to 
interviewing local leaders, PVO, and partner staff to:


Provide background information on the primary subjects, their  ▪
households, or the project


Triangulate information ▪


Describe the experiences of other participants ▪


Be sensitive to cultural and ethical norms. ▪


In the case of learning stories, in particular, the data collected from PVO staff 
and partners might be particularly helpful in triangulating information if a 
specific interviewee does not feel comfortable talking about project challenges. 


As is the case with site selection, there is no rule about the total number of 
interviews per site. This will depend on different factors, such as the number 
of project participants at the site, the number of available interviewees, and 
the time available per site. 


The following factors should be taken into consideration when selecting 
potential subjects for the stories:


Think about the purpose of the human interest stories. ▪  To help you 
identify interviewees, make a list of all project participants at a site, 
how long they have participated in the program, and whether they 
have succeeded or experienced difficulties associated with the project. 
This list can be used for final selection.


Keep your focus on project-related findings. ▪  For example, if your 
program is concentrating on success stories, it is important to choose 







 Human Interest Stories  •  11


Developing Human Interest Stories


individuals or households who have experienced success as a result of 
the project.


Consider recommendations of community members to target  ▪
participants, such as village chiefs, committee leaders, or local project 
volunteers. 


Recognize that the stories do not have to be representative of the  ▪
wider population. This is fine if the program has decided to develop 
stories about those with unique experiences.


Finally, while most human interest stories focus on an individual’s experience 
with the project, stories about groups may also be appropriate. For example, 
if the project has included an element of collective action (e.g., a water users’ 
committee), then it may be useful to interview the committee as a whole.


Step 5: Gather the Information Needed


Ethical considerations for the data collection process: As is the case with 
assessments and evaluations, consider whether the data collection methods 
used for human interest stories are likely to cause any physical or emotional 
harm. Harm may be caused, for example, by the following:5


Violating participants’ right to privacy by posing sensitive questions  ▪
or by gaining access to records which may contain personal data


Observing the individuals’ behavior without their awareness  ▪
(concealed observation)


Allowing personal information to be made public that participants  ▪
would otherwise want kept confidential


Not observing or respecting certain cultural values, traditions, or  ▪
taboos valued by the participants.


It is extremely important that those involved in writing human interest stories 
abide by current professional ethics, standards, and regulations regarding 
confidentiality, informed consent, and potential risks or harms to participants. 
In general, the ethical concerns related to data collection for human interest 
stories are the same as those for any data collection process. Methods for 
handling these issues include the following:


Ensure that ethically-based  ▪
guiding principles are 
emphasized at all stages in 
the human interest story 
writing process


Obtain informed consent  ▪
before the interview begins 
or the photograph is taken, 
and verify that the subject 
feels comfortable in denying 
consent


5 These tips are included in Varkevisser, Pathmanathan, and Brownlee (2003).


The american Evaluation 


association’s Guiding 


Principles for Evaluators is a 


useful reference when deciding 


how ethical considerations should 


inform human interest story 


writing. It is available at  


www.eval.org.
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http://www.eval.org
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Wait to explore sensitive issues until a good relationship has been  ▪
established with the subject


Learn enough about the local culture to ensure you are respecting it  ▪
during the data collection process.


These ethical considerations should be kept in mind while reading this section 
and when gathering data in the field.


Data collection for human interest stories—developing interview guides:  
While a variety of qualitative data collection techniques can be used for 
human interest stories, practice has demonstrated that using available 
secondary information, observation, and interviews are often the most 
effective and efficient ways to obtain the necessary information. This module 
will focus on using semi-structured interviews and observation through 
photography.


Semi-structured interviews serve as the primary data collection technique for 
human interest stories. In this case, “semi-structured” refers to interviews that 
are loosely-structured and use open-ended questions. Open-ended questions 
permit free responses that are recorded in the respondent’s own words. As 
human interest stories seek to capture an individual’s personal experiences 
with the project, semi-structured interviews are well-suited to record these 
experiences.


Whether the country program has decided to focus on success stories or 
learning stories, the data collection packet for semi-structured interviews 
should include these four components: 


A checklist of basic project information ▪


A semi-structured interview guide for PVO and partner staff on  ▪
project-specific information


A semi-structured interview guide for PVO and partner staff on  ▪
participant-specific information


A semi-structured interview guide for the subject of the human  ▪
interest story.


The details of each component are discussed below:


Checklist of basic project information ▪  includes the project title, 
its start and end dates, the location and number of participants, the 
primary project activities, information on primary partners and the 
primary donor(s), and the project’s financial value. For stories that 
are being developed for fundraising purposes, the checklist should 
include facts about the development or emergency situation in the 
country. This data can be obtained from available secondary sources 
or through semi-structured interviews of key informants, such as 
agency staff. The data can also be obtained during the planning phase. 


A semi-structured interview guide for PVO and partner staff on  ▪
project-specific information: The guide should include questions 
about the general characteristics of the community or site, the type 
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Tools & Resources


References and Further 
Readings


Resources for Developing 
Human interest Stories


of project activities implemented at the site, the targeting criteria for 
participants, and their involvement in the project. If the program 
is concentrating on success stories, then the guide should include 
questions on major project accomplishments or achievements. If 
the program is concentrating on learning stories, then the guide 
should include questions about challenges and lessons learned. This 
interview should take place prior to the interview with the human 
interest story subject. 


A semi-structured interview guide for PVO and partner staff on  ▪
participant-specific information: As the subject of each human 
interest story will have a unique experience, it is important to collect 
information on participant or partner staff’s project involvement. This 
guide is used to collect specific information about the participant’s life, 
rather than on the project in general. Questions in the guide should 
focus on the individual’s or household’s personal situation (household 
demographic characteristics, their pre-project condition), the rationale 
for targeting this individual, and how the staff perceive the project’s 
impact on the interviewee’s life. This interview is designed to provide 
contextual information prior to the participant interview. 


A semi-structured interview guide for the subject of the human  ▪
interest story: The primary goal of this guide is to obtain information 
about the individual’s project experience. The questions should focus 
on the individual’s story, including his or her personal situation; the 
individual’s life prior to the project; his or her decision to participate 
in the project; and the ways in which the project has had an impact 
upon the individual’s life. As this interview is the primary source of 
information for the stories, the interviewer’s social skills, knowledge 
of the local context, and rapport with the interviewee will play an 
important role in ensuring that the appropriate information (relating 
to the purpose, focus, and type of story) is obtained (see section 
above).


As there will be multiple human interest story subjects and sites, it is 
important to tailor the semi-structured interview guide to the specific 
interviewee. A sample data collection packet is provided in annex II. For 
more detailed information on data collection techniques and tools, consult the 
evaluation references listed in annex I.


Ideally, the semi-structured interview guides should be developed by the 
person responsible for writing the human interest stories, in collaboration 
with other appropriate project stakeholders. It is important to field-test these 
guides as part of data collection planning. 


Finally, since the data collection techniques for human interest stories are 
qualitative in nature and involve a small subsample of the target population, 
there is a chance of bias in the results. Bias can be minimized by combining 
these interviews with other data collection techniques (such as secondary data 
or observation) or conducting the interviews simultaneously with other data 
collection processes for the final evaluation or progress report.
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Conducting Interviews


Here are some helpful tips for conducting interviews for human interest 
stories: 


Be clear about the purpose of the interview and the study.  ▪ Give 
sufficient information to enable the potential interviewees to judge 
whether or not they would like to participate.


Obtain consent of the individual or household prior to the  ▪
interview. This can be either oral or written consent, based upon the 
local context. In addition, provide advance notice of the interview 
and its purpose to give potential interviewees the time to determine 
whether they would like to participate. 


Create a supportive environment for the interview. ▪  Think about how 
best to ensure a setting that encourages dialogue, e.g., in some cases 
this might mean allowing other people to listen, in other cases the 
reverse might be true.


Try to minimize the “social distance” between the interviewer and  ▪
the interviewee. This can include, but not be limited to, wearing 
culturally appropriate clothing, respecting body language and gender 
relations in the country, making the interviewee feel at ease, and not 
appearing to judge the information received. 


Treat the interview as a conversation, rather than as a formal  ▪
interview. The interview guide should be used as an overall 
framework, allowing for follow-up questions about the individual’s 
personal memories or feelings.


Consider the pros and cons of using a tape recorder. ▪  Tape recording 
may be an enabling or a disturbing factor in the interview. If the 
interviewee accepts that that the interviewer will not be able to 
remember everything that is said, the tape recorder can allow the 
interviewer to participate more actively in the conversation and 
ensure that important information or quotations are not overlooked. 
If the interviewee hesitates or refuses, an alternate solution is to take 
notes. 


Select a skilled translator. ▪  Accurate translation is essential for 
obtaining direct quotations and allowing the interviewer to ask 
follow-on questions.


During the interview, observe the interviewee’s physical appearance and 
the setting in which the interview takes place. These observations are an 
additional source of information for the stories. 
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Taking Photographs


The observation method for data collection involves systematically selecting 
and watching the behavior of the chosen subject(s). Observations can give 
additional and sometimes more accurate information on individual behavior 
than interviews. As mentioned above, informal observation can occur during 
the interview process, as the interviewer observes the subject and his or 
her surroundings. Photographs are a more formal tool for observation that 
can be used to complement the data collected via interviews and informal 
observations. 


Although there are technical aspects to ensuring that a photograph is of high-
quality, the distinction between a strong and weak photograph is subjective, to 
some extent. Usually the best photos are those that evoke emotion, are simple, 
and present the subject in a clear uncluttered way. 


Suggested tips for taking photographs of human interest story subjects 
include: 


Ask permission to take photos. ▪  Even if the individual has agreed 
to be interviewed, he or she might not feel comfortable being 
photographed. It is important to be respectful of cultural and ethical 
norms, as per the guiding principles agreed on. 


Create a comfortable atmosphere. ▪  As is the case with the interview, 
put the subject of the photograph at ease. This can include 
involving the subject in making decisions as to when and where the 
photographs will be taken. 


Look for a good location for the interview.  ▪ This decision will involve 
lighting, context, and comfort. 


Try to think of a photo that will help to explain, clarify, or  ▪
strengthen the participant’s story. This should assist in making 
decisions about the photograph location.


Find a neutral background ▪  and note the color combination between 
the background and the subject’s clothing. This will make the photos 
more balanced.


For portrait shots, adjust the settings to a large aperture if using  ▪
the manual settings on the camera. In photography, the aperture 
defines the size of the lens opening, which controls the amount of 
light reaching the film. For portrait shots, a short or narrow depth-
of-field is often used, which is controlled by adjusting the aperture. 
If using an automatic camera, adjust the settings to portrait, which 
should automatically control the aperture. Try to focus on the eyes of 
the subject.


For portrait shots, opt for a 50-mm lens (minimum) or 135-mm lens  ▪
(maximum). A 50-mm lens corresponds to human eyesight, and 
therefore does not stray from reality. A longer lens flattens a picture. 
A 135-mm lens is the maximum for realistic portrayal of human 
features.
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Tips for Taking Good 
Photographs


Try to use available light instead of a flash.  ▪ Where possible, 
try to use natural light, although flash lighting may be a helpful 
complement. Ideally, the light source should be from the side, rather 
than from the front or back, to ensure greater contrast.


Provide copies of the photos to the subjects. ▪  Often the individuals 
being photographed are interested in receiving copies of the 
photographs. For this reason, be sure to note the contact details of the 
subjects so that photographs can be sent at a later date.


A former CRS photographer suggests a number of tips for good results when 
taking photographs.6 His “big three” tips for good photography are:


Get close to your subject ▪


Hold the camera horizontally or vertically ▪


Use the “rule of thirds”—place the subject in the left/right or top/ ▪
bottom third of the frame.


See annex III for a full set of photography tips.


The photographs on the next page are examples of strong and weak 
photographs for human interest stories. See the text box, below, for an 
explanation of some of the visual elements that makes each photo work or not.


6 Personal communication with David Snyder and Carolyn Fanelli, Communications and 
Learning Manager, CRS/Zimbabwe, August, 2007.
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What Makes a Strong Photograph for a Human Interest Story? Two Examples


The photographs below were taken of Kecouta, a sesame farmer in southern Senegal. Kecouta was  
the subject of a human interest story as part of the final evaluation of a USAID Title II-funded  
sesame-growing project. 


Photograph 1a—Weak:  
After conducting the interview, the team asked 
permission to take photographs of Kecouta and 
his family. Initially, the entire family wished 
to participate, and a photograph was taken 
(photograph 1a). However, because Kecouta’s 
story is about his son, in this instance it is better 
to focus the photograph specifically on these two 
subjects, rather than on the entire family. This 
will strengthen the connection between story 
and picture. Furthermore, the light source in this 
photograph is from the front, rather than from the 
side and the scene is cluttered, rather than having 
a specific composition. For these reasons, the 
photograph is weak.


Photograph 1b—Strong:  
After the interviewers explained their interest in 
taking a photograph of Kecouta with his newborn 
son, Kecouta gave permission for the portrait shot 
(photograph 1b). As the story focus was on Kecouta 
and his newborn son, this photograph has a direct 
connection to the story. In addition, the photograph 
focuses on the father and son as it main subjects 
and does not include other distractions. From a 
visual perspective, the photograph location is the 
main bedroom of the house, which provides a 
neutral background. Light comes in through an 
open door, which provides a good contrast on 
Kecouta’s face; a fill-in flash was also used to make 
the subject stand out more clearly. Finally, using a 
large aperture and a 50-mm lens captured some of 
Kecouta’s surroundings. All together, these factors 
make this a strong photograph.
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Step 6: Write the Human Interest Story


Follow the basic rules


introduction: Writing human interest stories requires following many of the 
basic techniques used in journalism. Human interest stories should address 
what is known as the “five W’s and the H”—who, what, where, when, 
why, and how. These questions should ideally be answered in the opening 
paragraph of the story, also known as the lead. Box 1 provides an example 
of an introduction that contains the five W’s and an H. In this example, it is 
important to note that the introduction includes the “who” (eight-month-
old Maimouna and her mother), “what” (child malnutrition), “where” (a 
recuperative feeding center in Senegal), “when” (September 2005), “why” 
(Maimouna’s severe illness), and “how” (traveling over 100 km to reach the 
center). This introduction allows the reader to quickly understand the basic 
story facts and focus.


Box 1: Five W’s and an H
“When Maimouna’s mother, Dohali, brought her to the recuperative feeding 
center run by Caritas, in Kolda, Senegal, in September 2005, they had been 
traveling for four days. The eight-month-old had stopped breastfeeding, yet she 
continued to vomit what little there was in her stomach. She had been suffering 
from pneumonia, malaria and parasites for several weeks. But even though she 
was exhausted, emaciated and sick, Maimouna wasn’t ready to give up.”


Soft leads and anecdotes: In many human interest stories, a soft introduction 
works best. In addition to providing information on the five W’s and the H, 
the introduction should place the story in a relevant context and background. 
A variation of a soft lead is the anecdote, which is a brief narrative of an event. 
Box 2 provides an example of an anecdote as the introduction of a human 
interest story. In this case, the anecdote tells of a specific incident in the 
subject’s life, while simultaneously addressing the five W’s and the H.


Box 2: The Anecdote
As Ba Sinjal and Mariama walked through the street on their way to the food 
distribution center in the town of Kaur, The Gambia, they drew the same attention 
that they drew every day. He was a blind man and his daughter was guiding him, 
both holding one end of his walking stick. However, on this day, they were taking 
the first steps that would make it possible for Ba to stop begging for food.


Human interest stories 


should address what is 


known as the “five W’s 


and the H”—who,  


what, where, when,  


why, and how
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Once the “who, what, when, where, why and how” are included in the 
introduction, human interest stories should describe the project (or event) 
impact on the individual’s life. In particular, the story should focus on the 
specific problem or challenges confronted by the individual, and the concrete 
ways in which the project helped the individual and his or her family to 
overcome or address these challenges. 


While the structure and content of human interest stories can vary according 
to the story purpose, focus, and type, at a minimum stories should include the 
following information:


Five W’s and the H ▪


Specific condition or characteristics of the individual prior to  ▪
participating in the project


How, why, and when the individual decided to participate in the  ▪
project


Specific project activity(ies) in which the individual participated ▪


Specific positive project impact on the individual’s life or challenge  ▪
and lesson learned from the project


General project information. ▪


In addition to this general framework, some practical tips for writing human 
interest stories include the following: 


What to Do


Keep your target audience in mind when writing the story. The tone  ▪
and focus of a story written for a final evaluation can be different from 
a story written for an internal PVO document.


Focus on qualitative information, supported by quantitative data. ▪


Include direct quotations from interviewees, project and partner staff.  ▪
Quotations can help to personalize the story.


If staff are quoted, provide a brief background of their qualifications  ▪
and experience.


Include and explain details that will help non-technical readers  ▪
understand any technical information provided (e.g., “a healthy 
person’s height/weight ratio is 100 percent; anything below 80 percent 
is considered dangerous”).


Check the story’s readability by asking a representative of the  ▪
intended audience to proofread it.


Provide context and perspective for the information provided. For  ▪
example, if the story mentions literacy, compare this with average 
literacy in the country.


Focus on the subject’s personality, surroundings, and his/her  ▪
appearance if relevant to the project’s impact. For example, if the 
project specifically focuses on physically disabled groups, the story 
might provide some information about the individual’s disability. 
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These characteristics can be enhanced, complemented, or replaced by 
photographs.


Try to keep the story short and concise. Stories of approximately 500  ▪
to 750 words are sufficient to provide the necessary details and keep 
readers’ interest. Some stories can be condensed to one paragraph. 


What to Avoid


Don’t overdramatize information in the story, as this may lessen  ▪
credibility.


Don’t make qualitative judgments about the individual’s appearance,  ▪
character, or experience as this might cause skepticism about the 
writer’s objectivity.


Don’t use unfamiliar acronyms, jargon, or foreign words without  ▪
explaining what they stand for. 


Don’t portray local cultures or knowledge as backward or outdated. ▪


Don’t dehumanize interviewees by using clinical terms such as  ▪
rehabilitated, when simpler words can be used.


Two examples of human interest stories are provided below, with additional 
examples in annex II. These stories were written using the above tips. In each 
story, some aspects vary—such as the paragraph order, the length, and the 
number of details provided—based on the story focus and the target audience. 
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Maimouna’s Story


a long journey for such a small child


When Maimouna’s mother, Dohali, brought her to the recuperative feeding center run by Caritas, Catholic Relief Services’ 
(CRS’) partner, in southern Senegal in September 2005, the pair had been traveling for four days. The eight-month-old 
refused to eat and had stopped breastfeeding, yet she continued to vomit what little there was in her stomach. She had 
been suffering from pneumonia, malaria, and parasites for several weeks. But even though she was exhausted, emaciated, 
and sick, Maimouna was not ready to give up. 


When Maimouna arrived at the feeding center, Sisters Marie Rose and Valerie measured her. Maimouna only weighed 
7.5 lbs., well below the weight of many newborns in the United States and Europe. Even more revealing was her weight/
height ratio. A healthy person’s ratio is 100 percent, and anything below 80 percent is considered dangerous. Maimouna’s 
ratio was well below 80 percent.


The Sisters cared for Maimouna as they had cared for other severely malnourished children over the years. Preparing a 
variety of meals using U. S. Agency for International Development (USAID) food commodities, including a wheat-soya 
blend, lentils, and corn and vegetable oil, the Sisters provided five meals to Maimouna throughout the day and treated her 
infections with necessary drugs. Three weeks after being admitted to the center, Maimouna was a new little girl. Although 
she was still very sick, she had gained weight, weighing approximately 9.68 lbs. She was not quite ready to go home, but 
she was making progress. 


As her mother told CRS, “On the day that I arrived here, I thought that Maimouna was going to die. I cried the entire 
day. Now, Maimouna is better. She no longer vomits all of the time, she has started eating, and she has begun gaining 
weight. Maimouna has stopped crying.” Through years of experience in recuperative feeding centers, CRS and Caritas 
have also learned from experiences such as Maimouna’s: while providing food is necessary to save Maimouna’s life, it is 
not sufficient to ensure that she will not fall ill again. So Caritas works with mothers such as Dohali to teach them how to 
prepare proper foods, to identify the signs of illness, and to learn more about health, sanitation, and childcare. Dohali has 
recognized this as an important part of the CRS program: “I have now learned how to prepare the proper foods for my 
daughter so that she doesn’t get sick.” 


The CRS and Caritas team in Kolda are involved in a project funded by the USAID/Office of Food for Peace program. 
Activities include agriculture and food distribution for extremely vulnerable populations, including severely 
malnourished children. In Senegal, CRS is providing food rations to two recuperative feeding centers that serve 
populations in the Casamance region, which was affected by years of conflict. Based on client numbers to date, by the 
end of the five-year program, it is estimated that more than 5,000 people will have been served at these CRS-supported 
facilitates. As a result of former clients’ sharing their experiences and what they have learned in their home communities, 
many others are also expected to benefit.


In these and many other ways, CRS works to improve the health and lives of many thousands of men, women, and 
children, like Maimouna, in communities all over Africa.


Catholic Relief Services is the official international humanitarian agency of the U.S. Catholic community. The agency 
provides assistance to people in over 90 countries and territories on the basis of need, not race, creed, or nationality. For 
more information, please visit www.crs.org.



http://www.crs.org
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Lamin’s Story


lift up your head


In 1998, after many years of working and traveling abroad, Lamin started feeling sick. After visiting a local doctor for 
testing, Lamin learned that he was HIV positive. When he learned of his HIV status, he said, “I was so sad. I wasn’t 
married, I didn’t have a child, and people were saying that AIDS kills.” Lamin was sure that the illness called AIDS would 
kill him and take away his dreams of a family. So he hung his head. 


But Lamin’s doctor at the local clinic in Banjul, The Gambia, would not let him give up. “Lift up your head. You should 
not be ashamed. There are others who live with the disease and have been living with it for a long time.” He explained 
to Lamin that there was a group called Santa Yallah that supported other Gambians living with HIV/AIDS. Lamin joined 
the group in 1999, when there were only 10 people. Today, the group provides support to over 500 Gambians, Senegalese, 
Sierra Leoneans, and Nigerians living with HIV/AIDS.


Santa Yallah is an association that provides care and counseling services to people living with HIV/AIDS (PLWHAs) in 
Banjul, The Gambia. In a country where social stigma surrounding HIV prevents PLWHAs from being fully accepted 
by society, Santa Yallah serves as a safe haven for its members. The association’s name is a clear statement: Santa Yallah 
means “Thank you, God” in the local language of Wolof, thereby transmitting a message of strength and courage to the 
community outside its walls. 


Since those early years, Lamin has been instrumental in supporting the growth of Santa Yallah. He has not only spoken 
out about his HIV status, but also raised awareness in the local community about HIV/AIDS, served as the association’s 
president and campaigned for access to anti-retrovirals for the association’s members. Santa Yallah now provides a 
variety of services for PLWHAs and their families, including care and counseling, HIV/AIDS sensitization and awareness, 
advocacy, nutritional supplementation, home-based care services and skills training. As the association president, Lamin 
has been a positive and courageous force in the community, stating that “Although we are HIV+, it doesn’t mean that our 
lives are over.”


In addition to the psychosocial services provided to Santa Yallah’s members, an important part of its program is its 
nutritional supplementation. Proper diet and nutrition are crucial for PLWHAs, as malnutrition and HIV/AIDS work 
in tandem. This means that the caloric and nutrient needs of PLWHAs increase as the disease advances. In many cases, 
PLWHAs are unable to work, reducing the income earned by the family. Therefore, PLWHAs’ families not only have 
higher nutritional needs, but reduced incomes. 


Through the U.S. Agency for International Development (USAID)/Office of Food for Peace-funded Development Activity 
Program, Catholic Relief Services (CRS) provides Santa Yallah with a variety of commodities to support its nutritional 
program. These include wheat-soya blend, vegetable oil, lentils, and corn, which were specifically chosen to assist Santa 
Yallah’s members in meeting their special nutritional needs. As Lamin explained, “When we receive the food, we share 
it with our families … the food commodities are good and are appropriate for the diets that our doctors’ recommend.” 
The CRS food not only helps Lamin to meet his own nutritional needs, but also helps him to support his family. CRS is 
providing a food ration to over 40 participants each month and institutional support to Santa Yallah. Based on participant 
numbers to date, by the end of the five-year program, many others are also expected to benefit.


In these and many other ways, CRS works to meet the needs of PLWHAs and the extremely vulnerable, like Lamin 
Ceesay, in communities all over Africa.


Catholic Relief Services is the official international humanitarian agency of the U.S. Catholic community. The agency 
provides assistance to people in over 90 countries and territories on the basis of need, not race, creed, or nationality. For 
more information, please visit www.crs.org.



http://www.crs.org
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Step 7: Share the Stories 


Oftentimes a great deal of work goes into producing human interest stories, 
while relatively little time is spent sharing the finished product. This is 
unfortunate. Underlying this work is a desire that the stories be useful in some 
way. Step 7 is about being aware of the need and developing a dissemination 
plan for the stories.7


Developing a Dissemination Plan


As discussed in step 2, above, when choosing a story, one of the key questions 
concerns identifying the audience. It is vital to develop a dissemination plan 
that includes how and when human interest stories are to be shared. Good 
forward planning in this regard will significantly increase the usefulness 
and impact of the developed stories. This is done by working with primary 
audiences to plan for disseminating the human interest stories.


A dissemination plan can be as simple or complicated as needed.8 The 
dissemination plan serves as a guide to ensure that all appropriate audiences 
receive the stories on a timely basis relative their needs. The plan can be 
amended as additional audiences are identified.


Discuss the dissemination plan with the Program Manager and, if one exists, 
the Communications and Learning Manager in your office to identify possible 
outlets. Any success or learning story will need to have appropriate approval 
before it is disseminated, and the person who distributes the story will need to 
be identified. A list of dissemination ideas are presented below.


Dissemination Avenues for Human Interest Stories and 
Sound Practices


What to submit: Just plain text and a photo (high-quality, .jpeg file) with a 
caption can be submitted to newsletters, Web sites, and so on. However, 
for sharing with donors, partners, or country office staff, follow the agency 
guidelines (or branding guidelines) to make a banner header with the agency 
logo, and use this template for all the stories and practices to standardize 
the product. (For donors, a cover letter with a compliments note from the 
country director or head of programs is also a good idea.) At the bottom of the 
page, list previous stories or practices that have been printed and an e-mail 
address where people can get these other documents. Sometimes the same 
story or practice can be shared with several different audiences—just keep in 


7 This section is based heavily on the work of Carolyn Fanelli, Communications and 
Learning Manager, CRS/Zimbabwe.


8 A very comprehensive template for a communicating and reporting plan is provided in 
Torres et al. (2005).


It is vital to develop a 


dissemination plan that 


includes how and when 


human interest stories 


are to be shared.
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mind what sort of editing might need to be done to appeal to each audience. 
For example, within the country office, a specific project will not need to be 
explained, but it will need to be explained for a headquarters-based or an 
external audience. 


Also consider sharing the list of dissemination opportunities below with 
partners that may have stories or practices to share. Of course, it should go 
without saying that stories and practices can be written up in collaboration 
with partners as well.


Follow these links to view four published CRS stories: 


 http://crs.org/zimbabwe/mpilo-clinic/


 http://crs.org/zimbabwe/goats-education/


 http://crs.org/zimbabwe/nzeve-youth/


 http://crs.org/zimbabwe/mavambo-trust/


Where to Share the Story or Practice


Internal audience 


Share them with:


Country program staff ▪ —Send them over e-mail, post them on bulletin 
boards, or present them at a learning event. This motivates more 
stories and practices to be documented and shared, facilitates internal 
information-sharing, and also gives kudos to the particular project(s) 
involved.


Region ▪ —Link to the Regional Information Officer and appropriate 
technical advisor through the country director or head of programs


Headquarters ▪ —Link to the communications staff, fundraising, 
marketing, web unit, and share with appropriate technical advisors 
through the country director or head of programs


Community ▪ —Post on an appropriate agency community of practice 
knowledge space


Other arenas ▪ —Look for other arenas where the story may be usefully 
posted.


Partners


Use e-mail, handouts at meetings, or the mail to share these stories and 
practices. If partners have a newsletter, let them know they can use the story 
and practice in their newsletter. If the success story is about a community, 
make sure to share it with that community too.


Developing Human Interest Stories



http://crs.org/zimbabwe/mpilo-clinic/

http://crs.org/zimbabwe/goats-education/

http://crs.org/zimbabwe/nzeve-youth/

http://crs.org/zimbabwe/mavambo-trust/
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External


Donors: Donors often have their own global, regional, or thematic newsletters, 
and it benefits the donor’s country mission to feature its project. Liaise with 
program manager at the mission, and, if there is one, the communications 
staff. For example:


Norad and Sida have a Regional HIV/AIDS Team for Africa that  ▪
publishes Eyes on AIDS:  
http://www.sida.se/sida/jsp/sida.jsp?d=427&a=1407&language=en_US.


USAID has  ▪ Global Health News, a bimonthly e-newsletter that  
provides subscribers with the latest news, developments, speeches, 
and resources from USAID’s Bureau for Global Health:  
http://www.usaid.gov/our_work/global_health/home/News/
enewsletter/index.html.


USAID also publishes  ▪ The President’s Emergency Plan for AIDS Relief 
newsletter, a monthly update on the U.S. commitment to turn the 
tide against global HIV/AIDS from the Office of the U.S. Global AIDS 
Coordinator:  
http://www.pepfar.gov/press/newsletters/2008/99463.htm.


USAID also has a “Telling Our Story” section on its Web site:   ▪
http://www.usaid.gov/stories/index.html.


There are also in-country donor newsletters that may be interested in the 
story. For example, in Zimbabwe, DFID has a newsletter for its Protracted 
Relief Program.


united nations: In some countries, the UN Office for the Coordination of 
Humanitarian Affairs (OCHA) publishes a monthly humanitarian update 
that includes one human interest story per issue. The report is combined with 
the reports from other countries for a regional version, which is posted on 
ReliefWeb. 


The UN may host working groups on specific topics, and these are also a place 
to share stories and practices.


other: In Zimbabwe, C-SAFE (Consortium for the Southern Africa Food 
Security Emergency), involving CARE, CRS, and World Vision, has both a 
Web site and a newsletter. 


Check with your funding agency to see if they are working with other 
consortia that have newsletters.


Colleagues in Your Technical area: There are many e-newsletters, e-forums, 
Web sites, and practitioner-focused journals that may be interested in 
publishing your story or practice.



http://www.sida.se/sida/jsp/sida.jsp?d=427&a=1407&language=en_US

http://www.usaid.gov/our_work/global_health/home/News/enewsletter/index.html

http://www.usaid.gov/our_work/global_health/home/News/enewsletter/index.html

http://www.pepfar.gov/press/newsletters/2008/99463.htm

http://www.usaid.gov/stories/index.html





 Human Interest Stories  •  26


Developing Human Interest Stories


Health
Health and Development e-forums: Join an appropriate e-forum   ▪
and post about the story or practice at: 
http://www.healthdev.org/cms/index.asp.


Children
Better Care Network: Share lessons learned as well as publications at  ▪
http://www.crin.org/bcn/.


Viva Network forums: Share lessons learned as well as publications  ▪
at: http://www.viva.org/?page_id=35.


Early Childhood Matters: ▪  This journal looks at specific issues regarding 
the development of young children, from a psychosocial perspective 
in particular. It is published twice a year by the Bernard van Leer 
Foundation. The journal articles are about 2,500 words. In addition, 
every issue has a theme. See http://www.bernardvanleer.org/
publications and browse by series. 


ChildrenFIRST ▪ : This bimonthly journal is published in South 
Africa and focuses on issues affecting children and their care 
providers. Many articles are written by practitioners, and the tone is 
nonacademic. To view past issues, go to:  
http://www.childrenfirst.org.za/shownews?mode=cats&setref=1827.


HIV/AIDS
HIV/AIDS Impact on Education Clearinghouse: Submit short lessons  ▪
learned articles or publications at:  
http://hivaidsclearinghouse.unesco.org.


ICB HIV/AIDS and Nutrition Newsletter ▪ : To submit photos and stories 
related to HIV/AIDS, Nutrition, and Health, contact Colette Powers at 
cpowers@worldvision.org.


Arts and development
Art’ishake: For arts and development stories, go to:   ▪
http://www.art4development.net/artishake.html.


Agriculture:
LEISA Magazine ▪  (Low External Input and Sustainable Agriculture)  
http://www.leisa.info/index.php?url=index.tpl.


General
Development Gateway communities:   ▪
http://topics.developmentgateway.org/.


Monday Developments ▪  is the biweekly newsletter of InterAction 
(the American Council for Voluntary International Action). It 
includes timely and relevant information on cutting-edge trends in 
development, global advocacy efforts, resources, and NGO news.  
For detailed writers’ guidelines and an editorial calendar, go to:  
http://www.interaction.org/monday/guideline.html.


There are also academic journals that focus on rigorously-researched articles, 
but also sometimes accept case studies or shorter, practitioner-focused pieces. 



http://www.healthdev.org/cms/index.asp

http://www.crin.org/bcn/

http://www.viva.org/?page_id=35

http://www.bernardvanleer.org/publications

http://www.childrenfirst.org.za/shownews?mode=cats&setref=1827

http://hivaidsclearinghouse.unesco.org

mailto:cpowers@worldvision.org

http://www.art4development.net/artishake.html

http://www.leisa.info/index.php?url=index.tpl

http://topics.developmentgateway.org/

http://www.interaction.org/monday/guideline.html
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For example, Child Abuse Review recently called for case studies. These can 
present opportunities for presenting sound practices in case study form.


Finally, if the article is posted online, or a more substantial publication is 
published, there are several ways to broaden its audience:


Youth InfoNet e-newsletter ▪ : The focus is on youth reproductive health 
and HIV prevention.  
Go to: http://www.infoforhealth.org/youthwg/pubs/IYWGpubs.shtml. 
Send submissions to: youthwg@fhi.org. 


Eldis ▪  accepts research reports, working papers, discussion papers, 
conference papers, statistics, case studies, and policy briefings. It has a 
Web site and an e-newsletter. Go to: http://www.eldis.org.


CRINMAIL ▪  accepts events and publications. It has a Web site and an 
e-newsletter. Go to: http://www.crin.org/.


Communications Initiative ▪  has summaries of resources for 
communication practitioners, including publications and multimedia 
that support the use of communication as a tool for development. 
Go to: http://www.comminit.com/africa/soul-beat-subscribe.html. 
To include your material on this list, contact Deborah Heimann at 
dheimann@comminit.com.


AskSource ▪ :  
http://www.ids.ac.uk/sourcesearch/cf/add/addresource.cfm.


In southern Africa, hard copies of publications can be sent to the  ▪
SAfAIDS resource centre at: http://www.safaids.net. 



http://www.infoforhealth.org/youthwg/pubs/IYWGpubs.shtml

mailto:youthwg@fhi.org

http://www.eldis.org

http://www.crin.org/

http://www.comminit.com/africa/soul-beat-subscribe.html

http://www.ids.ac.uk/sourcesearch/cf/add/addresource.cfm

http://www.safaids.net
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Resources for Developing Human Interest Stories


A. Sample Scope of Work for a Human Interest Story Writer


I. Purpose


The purpose of this scope of work is to describe the responsibilities for a writer to develop human interest stories 
as part of a final evaluation of a private voluntary organization (PVO) United States Agency for International 
Development/Food for Peace (USAID/FFP)-funded Multi-Year Assistance Program (MYAP).


II. Goals and Objectives of the Human Interest Stories


The overall goals of the final evaluation are to assess the progress made toward meeting specific MYAP objectives, 
to evaluate the impact of the project’s strategies and methodologies on food security of targeted populations, and 
to review the efficiency and success of the organizational structures and systems in place for the project. 


The overarching final evaluation objectives are to:


Measure the achievement of project goals and strategic objectives (impact)1. 


Identify the major lessons learned2. 


Examine how well the project met the needs of different groups (disaggregated according to gender, age, 3. 
and socio-economic status)


Determine the effectiveness of project organization and processes4. 


Indicate potential project sustainability.5. 


The human interest stories consultant will work within these overarching objectives. 


The specific objectives are to: 


Collect data (i.e., interviews, photographs) on individuals who are being served by the Title II MYAP.  ▪
In particular, data should be collected on the characteristics of the interviewees and the ways in which 
the project positively or negatively affected interviewees, and good practices, lessons learned, and 
unintended effects. Ensure that the successes and lessons learned captured in the stories are consistent 
with the data collected and findings of other final evaluation team members. Identify subjects whose 
stories illustrate final evaluation findings.


Analyze the information and record it in individual human interest stories. ▪


Develop a dissemination plan for the stories that are written. ▪


Working closely with PVO staff, partner staff, and the final evaluation team, the consultant will identify 
individual examples of how the identified project successes, challenges, strengths, and weaknesses that have 
impacted individual lives. The work will be undertaken in a manner that shows respect for the security, dignity, 
and self-worth of those people whose stories are being gathered, as per the American Evaluation Association 
Guiding Principles for Evaluators.9 
9 Available at: www.eval.org.
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III. Proposed Methodology


The final evaluation will use a participatory process involving project participants at all levels— community, 
partners, and PVO staff—in evaluation design, information gathering, analysis, conclusions, and 
recommendations.


The first step is the planning phase. The human interest stories consultant will work with the PVO staff and final 
evaluation team to: clarify the human interest stories’ objectives, refine the evaluation tools (i.e., checklists and 
semi-structured interview guides), identify appropriate sites and interviewees, and plan logistical arrangements. 


The data collection techniques for the human interest stories should focus on available secondary sources, 
observation (photographs), and interviews. Existing information sources include, but are not limited to, the 
following documents: the MYAP proposal document and relevant progress reports, the midterm evaluation, the 
annual survey, and the commodity status reports. It is expected that the consultant will need to conduct semi-
structured interviews and photography sessions with targeted interviewees to complement the existing data. 


The second step of the human interest stories process will consist of the fieldwork phase, whereby information 
is collected in select sites throughout the country. In this phase, communities, partners, and targeted participants 
should be informed about the fieldwork purpose. The human interest stories consultant and other team members 
will act as facilitators in this process.


The third step is the analysis and interpretation of the results phase. The consultant will provide detailed written 
and visual (photographs) information on the interviewees, their experiences with the project, and illustrations 
of good practices and lessons learned that the project has identified. The draft stories and photographs will be 
presented to key PVO and donor staff and other stakeholders for validation and interpretation. The final draft 
will be provided to the PVO once the comments are reviewed and any necessary revisions are made. 


Next is the communications phase where the emphasis is on communicating the human interest stories that 
were developed. The consultant will prepare a dissemination plan for sharing the human interest stories with the 
primary audience.


IV. Deliverables


The following items constitute the primary deliverables for the human interest stories consultant:


Preliminary work plan, logistics plan, and detailed work schedule ▪


Draft and final checklists of data required and semi-structured interview guides for each sector ▪


Draft human interest stories and photographs ▪


Presentation of additional findings to PVO and partner staff ▪


Final human interest stories and photographs  ▪


Dissemination plan to share the human interest stories. ▪
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V. Human Interest Stories Writer Qualifications 


The human interest stories writer should have the following qualifications:


An advanced degree and/or demonstrated experience in photography, journalism, or a related field ▪


Experience in PVO projects and evaluations, preferably in West Africa ▪


Demonstrated ability to effectively work in a team  ▪


Demonstrated ability to prepare and present findings to groups  ▪


Proven report writing skills ▪


Demonstrated functional capacity in both English and French required, with local language capacity  ▪
desirable.


VI. Deliverables and Schedule


The final evaluation will be completed within four weeks. The proposed deliverables and schedule required for 
the successful completion of this scope of work are as follows:


Proposed Time in 2009 Activity Location Approximate Time


October 15 Background documents 
sent to consultant


Home country


October 19 Initial action plan 
developed and draft 
checklists and semi-
structured interview guides 
provided to PVO


2 days


October 23 Arrival in-country


October 23-26 Review of scope of work, 
finalization of interview 
guides, selection of sites, 
and initial participant 
targeting


PVO office 2-3 days


October 26-31 Data collected at select sites 
throughout the country


Specific sites throughout 
the country


7 days


November 2 Participatory analysis 
of results with key 
stakeholders


PVO office 3-4 days


November 2-3 Human interest stories and 
photograph preparation


PVO office 2-3 days


November 5 Draft human interest 
stories, photographs, 
and dissemination plan 
for presentation to final 
evaluation team leader and 
other key stakeholders
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VII. Place of Performance


The place of performance will be the place of residence for document review and the finalization of the evaluation 
report (see deliverables and timeframe). The place of performance will be the country program for the data 
collection, analysis of findings, drafting, and presentation of the final human interest stories and photographs. 


VIII. Key Working Relationships 


Internal: PVO country representative and the management teams, respective PVO program managers, PVO 
administration and finance staff.


External: Key partner staff, governmental authorities, interviewees, USAID Mission staff, staff of international 
PVO partners.


IX. Contractual Relationship [to be added]


X. Contact Persons [to be added]







 Human Interest Stories  •  33


Annex II Resources for Developing Human Interest Stories


B. Sample Data Collection Packet for Human Interest Stories: 
Checklist and Semi-Structured Interview Guides


I. Checklist for Basic Project Information


Project name: _____________________________________________________________________________________


Donor name: _____________________________________________________________________________________


Project title: ______________________________________________________________________________________


Project start and end dates: _________________________________________________________________________ 


Total number of participants (direct and indirect): _____________________________________________________ 


Project location (communities, districts, regions, country): ______________________________________________ 
_________________________________________________________________________________________________


Food aid commodities used, how used, and amounts: _________________________________________________ 
_________________________________________________________________________________________________


Names (first names and surnames) of all individuals who contributed information for this story: 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________  
_________________________________________________________________________________________________


Contact people (name, email address, and phone number of whom to contact if a question arises regarding 
information on this form): 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________


Reference documents (e.g., annual reports, related journal articles) – title, date, and location: 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________


Are local partners or other organizations involved? (Be sure to spell out acronyms.) List the partner names and 
locations. 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________ 
_________________________________________________________________________________________________ 
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II. Semi-Structured Interview Guide on Project-Specific Information


Note to interviewer: These questions should be posed to CRS staff responsible for the project. 


What are the project’s strategic objectives and intermediate results?1. 


Which of the strategic objectives does the human interest stories address?2. 


What outputs or activities did the project undertake to achieve the strategic objective in question at this 3. 
site?


What are the local socio-economic conditions at this site? For example: 4. 


For an agricultural project: ▫  Is food security a problem in this area? If so, what type of food insecurity 
(chronic, seasonal, or transitory)? Who are the populations most affected? What types of crops are 
grown? 


For health or safety net: ▫  What are the most prevalent diseases in this community (HIV, malaria, 
typhoid)? Who are the affected populations? Are there health centers?


For education: ▫  What are the literacy rates in this area? Is there a school at the site? If not, is a school 
nearby? How many children attend the primary school?


For microfinance: ▫  Is a village bank or other lending institution located in this community? If not, how 
do households typically obtain access to credit?


What is the name and location of the site? (Community names, division, and so on) 5. 


What, in your opinion, are the major challenges that had to be overcome in relation to implementing this 6. 
strategic objective? (Please relate them in terms of the results framework).


What lessons have you learned about the project? How have they changed the project’s implementation? 7. 
Are these lessons learned being applied at this project site?


What are the good practices of this project? Have they changed the project’s implementation? Are these 8. 
good practices being applied at this project site?


How will the good practices described here be made sustainable?9. 
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III. Semi-Structured Interview Guide for Participant-Specific Information


CRS/Partner Questions:


Who are the primary participants of the project at this site? (children, chronically ill, poor farm 1. 
households, school-aged children, single mothers, and so on)? 


Over the life of the project, how many direct participants are expected to benefit from the project at this 2. 
site? How many indirect participants are expected to benefit?


What criteria were used to target this community or center? What criteria were used to choose specific 3. 
participants at this site? 


What are the household’s primary livelihood strategies in this area? 4. 


In your opinion, what are the major challenges that participants at this site had to overcome to carry out 5. 
the project activities?


In your opinion, what lessons have participants learned from the project? How have these lessons learned 6. 
changed the way in which the project is implemented at this site? 


In your opinion, what are the potential good practices developed at this site?  7. 
(Note: Although good practices are carefully documented successful intervention techniques, the respondent’s 
opinion about potential good practices is useful.) 
 
The questions below pertain to the specific subjects of the human interest stories: 


What do you remember about the first time that you met this particular participant? In other words, what 8. 
were your first impressions of this individual, including his/her actions, behavior or appearance? 


When you first met this individual, did you inform him/her about the project? If so, did you encourage 9. 
him/her to participate in the project? If not, how did he/she become involved in the project?


In your opinion, has this participant been an active participant in the project? If so, can you explain the 10. 
ways in which he/she has participated?


In your opinion, how has the project affected this participant’s life? For example, has the participant’s 11. 
nutritional status or income level improved? Has the participant used the information from trainings to 
improve his or her agricultural production or marketing? 
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IV. Semi-Structured Interview Guide for Human Interest Story Subjects


Note to interviewer: This guide is for interviewing the subjects of the human interest stories, focusing primarily on successes 
(rather than lessons learned). Prior to and during the interview, you should note any observations about the individual and 
his or her surroundings.


a. Could you please tell me your name and age?  1. 
b. How long have you lived in this community? If you were born elsewhere, where you were born? 
c. Does your family live with you? If so, would you mind sharing the names of those family members you 
live with and their relationship to you?  
d. What is your primary occupation? What is your secondary occupation?


a. How long have you or your family participated in a CRS project?  2. 
b. If more than one family member participates in the project, who is the primary participant in the 
project?


You’ve been participating in the project for ___ years now. Can you tell me a bit about why you first 3. 
decided to participate in the project? Was there something unusual or unique about the day you decided 
to participate in the project?


What project-related activities have you or your family been involved in? For example, have you 4. 
participated in trainings, attended meetings, or received inputs? 


Can you tell me a bit about your life before the project?  5. 
 
More specific questions might be the following: 
 
For a safety net project: Would you mind telling me how you came to have this disability? How has this 
disability affected you and your family? Have you been able to work with your disability? Has your 
family been able to work? Have you been able to meet your food, health and education needs? 
 
For a health project: Would you mind telling me how your child became sick? Was he/she sick prior to 
coming to the center? Prior to coming here, how did you treat him or her? Were you able to work or did 
you need to care for your child full-time? Have you been able to care for your other children? 
 
For an agricultural project: Would you mind telling me about your agricultural production prior to 
participation in the project? In other words, what crops did you produce? How many plots of land did 
you own? Did you use agricultural inputs? Was your agricultural production sufficient to meet your 
family’s food needs? In general, how much (crop) did you produce? Do you remember what price you 
received when you sold it?


How has the project affected your life? In other words, what changes have you experienced as a result of 6. 
the project? (This is an open-ended question and can be positive or negative.)  
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Interviewer: The follow-on questions will depend on the interviewee’s answers to question 6, above. They can 
be directly related to specific project indicators, or related to other aspects in the individual’s life that might not 
necessarily be captured by project indicators.


As a result of these changes, are there things you are doing that you couldn’t do before? If so, what are 7. 
they? 


How do these changes make you feel?8. 


You have mentioned a variety of things that have happened in your life as a result of the project. In your 9. 
opinion, what is the most significant change in your life as a result of the project?


How do you think that your life would have been different if you hadn’t participated in the project?10. 


How would you suggest that the project be improved?11. 
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C. Human Interest Stories: Two Sample Stories


Ba Sinjal’s Story


His pride made it hard for him to beg


As Ba Sinjal and Mariama walked through the street that day on their way to the food distribution center in Kaur, The 
Gambia, they drew the same attention as always. He was a blind man and his daughter was guiding him, both holding 
one end of his walking stick. On this day, they were taking the first steps that would make it possible for Ba to stop 
begging for food. 


Two weeks’ earlier, Ba’s friend, the local tailor, had explained to him that there was a community-based program funded 
by Catholic Relief Services (CRS) and implemented through its local partner, Gambian Association for Food and Nutrition 
Assistance (GAFNA), that provided food assistance to disabled people in the community.


Ba had been blind for 15 years. Although his hands were strong after years of working in the field, the rest of his body 
was thin and emaciated, and his eyes were cloudy with cataracts. After losing his eyesight, Ba was forced to beg in 
the local market, as his family did not have the means to support him. In The Gambia, there are few social services or 
governmental programs to support the aged, handicapped, or mentally ill. In these cases, only the family can provide 
for such individuals. In a country where more than 60 percent of the population lives below the poverty line, this is a 
substantial burden on the household.


A few months after he was admitted in the program, Ba started to become more independent. People noticed that Ba was 
no longer begging when receiving CRS food. Community members started asking, “Where is Ba?” With CRS food, Ba was 
able to spend more time with his family. At the start, he didn’t recognize the staff who were managing the program. As 
time went on, when he heard their voices in the street, he would call them by name and ask them about the project. 


CRS and its partners in Kaur, The Gambia, are involved in a project funded by the United States Agency for International 
Development (USAID). Project activities include agriculture, food relief, and training in a variety of communities and 
health centers throughout the country. Community management committees provide monthly dry food rations of wheat 
soya blend, corn, lentils, and vegetable oil to the most vulnerable in the community, including those who are chronically 
ill or physically and mentally handicapped, and moderately to severely malnourished children. CRS is providing food 
commodities to approximately 10 community management committees throughout The Gambia. In the case of Kaur, the 
center provides a monthly food ration to over 600 participants over a 6-month period. Based on participant numbers to 
date, by the end of the 5-year program, it is estimated that more than 10,000 people will have received food commodities. 
As most participants also share the food with their family, many others are also expected to benefit.


In these and many other ways, CRS works to meet the needs of the most vulnerable, like Ba Sinjal, in communities all over 
Africa. 


Catholic Relief Services is the official international humanitarian agency of the U.S. Catholic community. The agency provides 
assistance to people in 94 countries and territories on the basis of need, not race, creed or nationality. For more information, please 
visit www.catholicrelief.org.



http://www.catholicrelief.org
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Yai Saiye Panneh’s Story


a little knowledge can go a long way


Before Yai Saiye joined the Catholic Relief Services (CRS) program in The Gambia in sesame production and marketing, 
she was only able to read and write a bit of Arabic. At her family farm in the village of Fas in the North Bank Division of 
The Gambia, surrounded by her children and grandchildren, Yai explains: “When I wanted to write a letter to a friend, I 
had to call someone to write my story. Now, thanks to the (CRS) literacy training, I am able to write my own letters, and 
I have some privacy.” As a proud woman with a sense of authority, gentle eyes, and an easy smile, asking others for help 
wasn’t easy. 


Equally important, Yai Saiye is now able to calculate how much she is owed by traders for her sesame production. 
Although Yai Saiye and her family have been producing sesame for more than 20 years, for most of this time, they earned 
little money from their sesame harvest. Last year, she noticed that the price that a local trader was offering seemed a bit 
low for her 13.5 kilos (29.7 lbs). She was able to calculate the price herself per kilogram and noticed that she was owed 
more money.


Such skills have enabled Yai Saiye to increase her income from sesame production, an off-cycle cash crop in The Gambia 
that provides a much-needed income boost to subsistence production of rice, millet, and sorghum. In 2004, Yai Saiye 
earned over 3,000 Dalasis (approximately $120) from her sesame sales. While this appears small by U.S. standards, such 
extra income is crucial in The Gambia, where the per capita income is less than $350 per year. Yai Saiye has used this 
income to buy food for her family and to send several of her children and grandchildren to school. 


The CRS agriculture program manager responsible for the sesame promotion program, Baboucar, remembers first hearing 
of Yai Saiye. “I had always heard about Yai Saiye and her leadership. She is very well-respected in the community and 
in her farmers’ association, the National Association of Women Farmers (NAWFA). In fact, Yai Saiye was elected as a 
former secretariat member for the organization. Thanks to the adult literacy classes offered through the program, she was 
qualified for the position.” 


While the CRS sesame production and marketing program helps women farmers in The Gambia to increase their incomes 
from the production and sale of sesame, the adult literacy and capacity-building components of the program provide 
equally important—if sometimes less tangible—benefits. By allowing women to achieve basic literacy skills, the program 
not only enables women to participate more fully in the market, but to engage in other activities that would not have been 
possible. Including a literacy component for women was identified as a key need by women farmers and by CRS staff. 


CRS and its partners in Fas, The Gambia, are involved in a project funded by the United States Agency for International 
Development (USAID) called the Development Activity Program. Activities in the Development Activity Program include 
agriculture, food relief, and training in a variety of communities and health centers throughout the country. CRS, through 
its local partner (NAWFA) and a network of local sesame-growers associations, support sesame farmers with adult 
literacy classes and production and marketing training to increase their incomes from sesame production and sales. CRS 
and NAWFA reach an estimated 20,000 sesame farmers throughout The Gambia. From the information-sharing among 
beneficiaries and non-beneficiaries and the increased enrollment of children in school, many others are also expected to 
benefit.


In these and many other ways, CRS works to meet the needs of poor literate farmers, like Yai Saiye Panneh, in 
communities all over Africa.
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Aida Bayo’s Story


Severely malnourished children get a second chance


Aida Bayo’s big eyes stand out in stark contrast to her small face and body. Unlike her lively older sister, Ami, and her 
fussy younger sister, Zeinabou, Aida sits in the corner and observes the activity of her household compound in Kaur, a 
town located in the North Bank Division of The Gambia. 


Although Aida seems quiet for a typical three-year-old, her condition has greatly improved over the course of the past 
few weeks. Only one month ago, Aida was sick with a fever, cough, malaria, and pneumonia. She had stopped eating and 
had become severely malnourished. When Aida’s mother Maimouna took her to the pharmacist in Kaur, they told her that 
Aida needed immediate help. Maimouna didn’t know where else to turn. Based upon her pharmacist’s advice, she visited 
the Catholic Relief Services (CRS) supported health clinic in Kaur, where she had heard that there was a program for 
severely malnourished children.


The head nurse at the health clinic in Kaur, Baboucar, remembers Aida’s case. “Aida was very sick and thin, and well 
below the criteria for normal weight. We enrolled her in the program at once.” After receiving a dry ration of wheat soya-
blend, corn, lentils and oil, Aida’s condition is improving. As her mother said, “Aida is doing much better. She has started 
eating again, and she really likes the wheat soya-blend. The food also helps us to save our money for other expenses, such 
as health fees and other foods for Zeinabou and Ami.”


But Aida, unlike so many other children, was lucky. At the health center in Kaur, the program supports 20 to 25 
beneficiaries each month, 75 percent of whom are severely malnourished children. According to Baboucar, “There is 
already a waiting list of 10 children for the program. Even though they’re malnourished, we can’t help them all. So we 
have to wait until children like Aida are better (reaching a normal weight for her height), before we can admit them into 
the program.” At the same time, Albert Bas, the CRS project manager in charge of the Safety Net Program, admits that this 
assistance is necessary but not sufficient to assist children such as Aida. “What these children need is training in health 
practices, in addition to nutritional supplementation.” CRS has tried to address this issue by providing food security 
training for the local health center staff who are responsible for caring for children such as Aida. 


For the Bayos, however, the benefits of the CRS-supported food distribution program are clear. While they agree that 
training is important, when Aida was sick, they didn’t have many other options. “If we hadn’t received the food, we 
would have had to call on God to help us heal our daughter.”
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Tips for Taking Good Photographs10


The “big three”:
Get close to your subject. ;


Remember that you can also hold the camera vertically. ;


Use the rule of thirds—place your subject in the left or right, or top or bottom third of the frame. ;


Other tips:
Remember to take photos from different angles (looking up or down at your subject, or from the side)  ;
rather than just straight on.


Tilt the camera about 20 degrees to add visual interest. ;


Use both the foreground and background of your photo. For example, your subject could be in the  ;
foreground, with the water pump that the local organization and CRS built in the background. 


If your subject does not want to be identified, focus on a relevant object in the foreground and place the  ;
people in the background (the people will appear blurry and out-of-focus).


For an interesting picture, ask the subject to hold a relevant object in front of them, such as an  ;
antiretroviral pill container, medicine card, birth certificate, and so on.


Use scenery to frame your subject(s), such as doorways and tree branches. ;


Take photos that incorporate your organization’s logo. ;


Photos should tell a story, while also making people interested in learning more about the   ;
subject pictured. 


Use photos to demonstrate what is going on at a project; for example, people gardening,   ;
pumping water, etc.


Also take some photos that establish the context of the scene – a child’s shoes, water pails, school books,   ;
and so on.


The best times to take photos are during the first two hours of daylight and the two hours before sunset.  ;


The middle of the day is the hardest time to take a good photo because the light is overhead and your  ;
subjects’ faces will be in shadow. To address this situation, use the flash to light up people’s faces. Most 
new cameras will do this automatically. Another option is to bring people inside and place them in light 
that is coming through a window. 


Use the “fine” setting on your camera; it is better to take fewer, high-quality images than lots of low- ;
quality images.


Do not use the date-stamp. ;


Make sure to always preserve original digital images on your computer. If you need to reduce the photo  ;
quality or size for any reason, make a copy of it and resize the copy rather than altering the original.


10 As recommended by David Snyder to Carolyn Fanelli, Communications and Learning Manager, CRS/Zimbabwe. Personal 
communication with Carolyn Fanelli, August, 2007.
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Preface


Monitoring and evaluation are core responsibilities of American Red Cross 
and Catholic Relief Services (CRS) program managers and help ensure quality 
in programming. Managing and Implementing an Evaluation is one in a series 
of nine monitoring and evaluation (M&E) training and capacity-building 
modules that the American Red Cross and CRS have agreed to collaborate on 
under their respective Institutional Capacity Building Grants. These modules 
are designed to respond to field-identified needs for specific guidance and 
tools that did not appear to be available in existing publications. Although 
examples in the modules focus on Title II programming, the guidance and 
tools provided have value beyond the food-security realm.


Our intention in writing this module is to provide evaluation managers 
with solutions on how to implement evaluations. The evaluation manager, 
described in the Preparing for an Evaluation module, is generally a staff member 
in the operating country who has been given the additional responsibility 
of ensuring that a field evaluation moves smoothly from its initial terms of 
reference through the dissemination of the report’s findings. The module 
focuses on what needs to be done throughout the evaluation process to 
manage the evaluation team and minimize the inevitable disruptions to the 
project’s own implementation plan. The module thus provides examples and 
strategies to improve communication and coordination, combined with some 
basic vocabulary of methodological choices to understand why evaluations 
may require different approaches. The module emphasizes the similarities 
in managing evaluations, rather than those differences. However, managing 
the evaluation process is likely to be roughly the same, no matter when the 
evaluation occurs in a project or program cycle.


This module is part of a cluster of three in the overall series, primarily because 
the three topics flow neatly into the overall evaluation process itself. This 
cluster contains: Preparing for an Evaluation; Managing and Implementing an 
Evaluation; and Communicating and Reporting on an Evaluation. 
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These three modules should be used together to create a thorough and 
thoughtful evaluation report. While the modules are standalone documents, 
there are significant similarities in their approach, as table 1, below, examines. 
Topics that are generally discussed in the most detail in one module are 
highlighted in bold (under the column heading for the module), while those 
that are simply touched on in the module are highlighted in italics. Those 
without additional formatting are unique to that module. The shaded purpose 
section is identical across all three modules, as a way of providing additional 
guidance on locating topics among the three modules.


Table 1: Comparisons between the Evaluation Series Modules


Preparing for an 
Evaluation


Managing and 
Implementing  
an Evaluation


Communicating  
and Reporting  
on an Evaluation


Purpose and intended 
users of this module


Purpose and intended 
users of this module


Purpose and intended 
users of this module


Identify and empower 
evaluation manager


Commonalities in 
evaluation management


Communicating and 
reporting on evaluations 
to promote use


Clarify donor and 
organizational guidance


Role of management Role of the external evaluator 
and evaluation manager


Draft scope of work and 
evaluation work plan


Importance of the pre-
evaluation


Successful communicating 
and reporting practices


Identify evaluation team 
and finalize scope of work


Methods: bias, validity, 
rigor, effectiveness, 
utilization, and evaluation 
capacity-building


Challenges to 
communicating and 
reporting


Organize project 
documentation


Evaluation management: 
personnel, financial, and 
logistical


Evaluation ethics and 
communicating and 
reporting


Organize project 
information


Evaluation relations: 
donor, peer, community; 
and psychological wear 
and tear


Four steps for planning 
communicating and 
reporting


Plan evaluation logistics Evaluation requirements: 
contractual, deliverables and 
communication 


Continue communicating 
and reporting during the 
evaluation


Schedule evaluation steps Organizing the 
evaluation: schedule, 
timeline, and work plan


Promote evaluation use 
through communication 
and reporting 


Why can’t a pre-
evaluation be part of the 
evaluation?


The unexpected (weather, 
health, and so on)


Promote learning through 
dissemination


Tools Manager skills Regularly revisit 
evaluations


After action review Guidelines and tools


Preface
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The evaluation manager 


is the anticipated 


audience for this 


module; the evaluation 


manager is the field 


or headquarters staff 


tasked with overseeing 


an evaluation.


Overview


one of the key elements in the Preparing for an Evaluation module was the 
identification and empowerment of an evaluation manager. The evaluation 
manager is key to shepherding the evaluation through its initial planning 
phase and even more important in implementing the evaluation, as the 
evaluation manager is the primary link between the evaluation team and the 
project being evaluated. The evaluation manager has a number of specific 
tasks, but also may not have all of the necessary skills to perform those tasks 
with confidence (as the evaluation manager is often a more junior member of 
the organization). 


This module will give the evaluation manager three key skills:


The basic vocabulary and understanding to work with the consultant 1. 
in determining the best mix of methods for the evaluation and the 
organization


More details on the specific management tasks required during an 2. 
evaluation


A better understanding of the evaluation’s role in organizational 3. 
learning.


The evaluation manager is the anticipated audience for this module; the 
evaluation manager is the field or headquarters staff tasked with overseeing 
an evaluation. This staff member may or may not have evaluation experience 
or management experience, but has the assignment. It will also help more 
senior management to determine who should be given the assignment of 
evaluation manager and provide a way to gauge the individual’s performance 
in this assignment.


This module does not provide detailed monitoring and evaluation (M&E) 
skills—such as conducting surveys, running focus groups, and so on—nor 
does it use terminology specific to one private voluntary organization (PVO). 
But this module will help organizations ensure that: 


The organization obtains the results it wants from an evaluation. ▪


The evaluation creates a learning opportunity for the organization. ▪


There are clear guidelines for a good working relationship between  ▪
the evaluation team and the evaluation manager.


The guiding principle of “do no harm” applies equally to staff,  ▪
consultants, and beneficiaries during the evaluation process.
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Overview


Managing and Implementing an Evaluation:  
Similarities over Time


Evaluations, assessments, and reviews all fall under the general category of 
events that are usually conducted by outsiders, often with the participation 
of project staff. Evaluations can and should be viewed as important learning 
opportunities for all stakeholders. The reasons for conducting an evaluation 
have never changed, but donor requirements have; the PVO should know the 
donor requirements before starting any evaluation and yet still proceed with 
evaluations if there is internal interest and/or learning opportunities from 
the outcome. Most evaluations are part of the project budget, although in 
some cases, it may be that the evaluation is funded from other organizational 
resources. The intention for an evaluation remains a little different—if 
overlapping—for the donor than for the implementing organization, as table 
2, below, illustrates.


Table 2: Evaluation Questions and Audience


Questions Audience


{PRIVATE} PVO Mission United States Agency 
for International 
Development (USAID)


What happened? x x x


What went right? x x x


What went wrong? x x x


How do we know? x x


What do we know now? x x x


What are the results? x x x


Where do these results fit into our 
strategic plan?


x x x


How can we analyze these results 
from a program standpoint?


x x


How has this changed the 
organization's capacity and 
sustainability?


x x


Source: Willard 1998, p. 26.


Mid-term and final evaluations are the two main project evaluations. 


Mid-term evaluations tend to focus on the process and provide  ▪
indications of the project’s probable success and recommendations on 
improving both the outcomes and internal management.


Final evaluations focus on outcomes and results, and provide a  ▪
comparison over time. They often include a statistical analysis of the 
changes in performance indicators. 
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Overview


Donors often have different requirements for these two deliverables, and 
the organizations have different opportunities for learning as part of the 
evaluation process. In addition, there may also be evaluations conducted at 
different points in the project cycle, either at the donor’s request or to find out 
more about a particular aspect of the implementation process. These can often 
occur as part of a larger programmatic review, for example, of all water and 
sanitation projects worldwide.


The basic purpose for any evaluation is to answer a series of key questions 
and, as organizations become more sophisticated, to find the best ways to 
use the evaluation findings to improve performance in multiple areas and 
present findings to stakeholders. While the timing of these events in the 
project cycle often requires different methods, there are far more similarities 
than differences in the evaluation questions, as table 2, above, shows. Note 
that the audience will shift depending on the project funding source. These 
modules operate in the Title II world, where projects are funded by the central 
(Washington) office and then supervised jointly by the field and central office. 
Projects funded by a field office (or not funded by USAID) will probably need 
to ask the same types of questions, but their audience will change.


The choice of evaluation methods is often a mediated process between the 
donor, the implementing agency, the evaluator, and the project staff. This 
process should be resolved during the drafting and finalization of the scope 
of work (see the Preparing for an Evaluation module for a more extensive 
discussion on this topic). The process of refining the scope of work will also 
include the types of deliverables and methods, consultants, composition of 
teams, donor requirements, and internal and external funding requirements. 
What it may not—but should—include is a description of how the evaluation 
report will be used by the organization, both for internal reporting and for 
wider dissemination (see the Communicating and Reporting on an Evaluation 
module for a more extensive discussion on this topic). These elements are 
often left to the evaluation manager to discuss with the evaluator. As most 
evaluation managers will not have the same skills as an evaluator, this section 
of the module will help create a shared vocabulary in determining the best fit 
of both methods and budgets.


Management Commonalities 


Basic management skills apply to managing an evaluation, in terms of 
personnel management and logistics. Where evaluation management 
differs is more in the content (which would be true for the manager of any 
different operation), so that the evaluation manager needs to have a basic 
understanding of the evaluation mechanics to help the evaluation team 
make the best decisions on location, methods, format, and so on. Think of 
driving a car; the driver probably does not understand all the intricacies of 
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Overview


the engine, but the driver does need to know how to put gasoline in the tank. 
A manager should be able to refuel any type of technical vehicle, but the best 
managers are the ones who also understand a bit more about the mechanics 
involved. The next to last section in this module provides more detail on 
the characteristics of a good evaluation manager. The evaluation manager is 
often not part of the management structure of an organization, and, in fact, 
may be a more junior staff chosen more for availability and interest than 
a specific background. In that case, the way that the evaluation manager 
can demonstrate competence in completing the evaluation consultancy 
successfully often serves as a test for additional responsibilities.


The Project Manager’s Role versus the Evaluation  
Manager’s Role 


The project manager and the 
evaluation manager are often not 
the same person. The evaluation 
manager needs to have a specific 
type of reporting requirement to 
the project manager and possibly to 
the head of the PVO’s country office 
for the duration of the evaluation. 
Depending on the organizational 
structure, the evaluation manager 
may also need to contact desk 
officers or technical advisors in 
the organization, as well as external stakeholders. An initial email should 
be sent from the highest possible staff in the PVO’s country office (a country 
director or authorizing sponsor) notifying both the internal and external 
stakeholders of the evaluation manager and his/her role so that it is clear from 
the start that the initiative responds to that oversight level. Country directors 
should not have much more interaction with the evaluation beyond initial 
briefings and debriefings, although they should be part of the routine status 
reporting. Having an initial introduction from a more responsible level in the 
organization will help the evaluation manager obtain necessary interviews 
and/or cooperation from the other stakeholders.


The evaluation manager also needs to understand his/her scope of authority 
and know what they can decide, or what they need clearance to do. And, 
perhaps most importantly, the evaluation manager needs to know when to ask 
for help.


unDP uses an evaluation 


primarily as a management 


tool. It helps in decision-making 


by assessing performance and 


by providing lessons learned. 


It should provide a basis for 


improving the manner in which 


UNDP-financed projects are 


designed and implemented. 


(United Nations Development 


Programme [UNDP] n.d., p. 3)
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Different organizations will site an evaluation team in different ways. The 
most common three formats are in:


A particular project office, usually under the supervision of the project 1. 
manager


A country office, usually under the overall supervision of the sector 2. 
lead, country director, or a regional technical advisor


A particular headquarters (HQ) sector or geographic office, 3. 
answerable either to the desk officer or a sector technical advisor.


In each of these cases, the evaluation manager is responsible for the overall 
evaluation process; the evaluation manager’s role increases as his/her distance 
from the evaluation site becomes greater. 


Part of the challenge for an evaluation manager is to keep an eye on 
potential outreach and capacity-building aspects during an evaluation, 
while being mindful that the evaluation report is the key deliverable. One 
way to maintain the “mountaintop view” is through regular communication 
with the evaluator, as opposed to accompanying the evaluator throughout 
the evaluation. This allows the evaluation manager to oversee multiple, 
different desired evaluation outcomes without putting the entire burden for 
performance on the evaluator, the host office, or the evaluation manager.


the Evaluation Manager’s role 


Evaluations require a high degree of flexibility, sufficient time, and 


good communication between the evaluation manager and the team.


Apart from preparing the terms of reference, the evaluation manager’s 


main role during the evaluation mission is to: 


Facilitate the team’s work  ▪


Ensure that appropriate time is spent with key staff ▪


Act as a liaison between the team and the various agencies involved ▪


Arrange and facilitate the necessary permissions and logistics for  ▪
fieldwork


Provide advice to the team on current policy issues ▪


Identify additional key informants as needed ▪


Negotiate and agree to modifications of the terms of reference and  ▪
itinerary, if needed


Meet regularly with the team to ensure the work is on track ▪


Assess the team’s and team leader’s performance and, if needed, take  ▪
action


Facilitate the discussion of findings among a potentially large group of  ▪
stakeholders. 


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


2002, Module 6, pp. 16-17.


Overview







Managing and Implementing an Evaluation  •  6


Overview


Communication during the Pre-Evaluation 


Planning ahead is critical (see the Preparing for an Evaluation module for 
a rationale and tools), as it helps to organize the evaluation process; it is 
especially crucial for the novice manager in creating a checklist of what needs 
to be done. Beginning the communication process as early as possible will 
also help the utilization of findings (positive and negative) for stakeholders 
inside and outside the implementing organization (see the latter module in 
this sequence). And planning communications is critical for the evaluation 
manager during the evaluation—with the management team for the project, 
with the evaluator and the rest of the evaluation team, and between the 
evaluation team and those being interviewed.


there are three roles that an evaluator can adopt for an evaluation: 


operative, consultant, and learning facilitator. . . the learning 


facilitator has the broadest mandate of the three. In this role, the evaluator 


does everything that the other two do while also seeking to link the project 


learning into both the broader organization and into the development of 


the next phase of the project. This could include: 


Development of lessons or questions that are applicable   ▪
beyond the project


Presentation of results to headquarters ▪


Development of an ongoing learning system for the project team ▪


Assistance with new program development.   ▪
(Church and Rogers 2006, p. 112)
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Using the right 


terminology is more 


than just attention to 


detail, but rather is 


important in clarity of 


communication.


Big Picture Issues


While most of these topics are discussed in depth in M&E resources, below, 
this section provides the evaluation manager with information on the terms 
in enough detail so that they will be able to understand the rationale behind 
the choices an evaluation consultant may make, especially with respect to 
variations on the original scope of work.


Vocabulary of Measurement


Table 3, below, lists some of the more common terms in research methodology 
and their definitions. Measurement can be complicated when there is 
confusion over the terms. The definitions listed below are both accurate 
and simple, and additional details can be found in any entry-level statistics 
textbook. These terms are often used inconsistently (for example, “variance” 
instead of “variation”) and can cause considerable confusion to both the 
expert user (who will assume one definition), and the novice (who will not be 
sure which definition is correct). 


Using the right terminology is more than just attention to detail, but rather 
is important in clarity of communication. The examples try to make the 
translation as concrete and correct as possible; the methodological word is 
likely to refer to a tool that is considerably more abstract.
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Table 3: Methodological Key Words, Translations, and Examples


Key Word Translation Example


Validity A tool to determine if evaluation 
or implementation criteria are 
appropriate and measure what 
they are supposed to 


A scale is a valid measure of weight (assuming the scale is 
used properly).


Replicability Determination if repeated 
applications come up with 
the same outcome, even when 
different people use the tool


The same scale will show the same weight for an infant at a 
particular well-baby day (and if it does not, the scale or the 
training of the people using it need to be adjusted).


Verifiability Determination if measurement can 
be checked, even when different 
people use the tool


The same scale will produce the same weight—replicability is 
whether the same result occurs, and verifiability is when the 
result can be checked or verified as being correct. One is a test 
of the tool’s reliability and the other of the process of using the 
tool.


Goodness of fit How well does the measurement 
measure the relevant criteria


Different scales measure weight better or worse, but they all 
only measure weight. Using the best and most accurate scale 
consistently will increase the goodness of fit. For clothing, 
a tape measure will measure length and width, so that the 
clothing will fit the wearer more properly.


Statistically significant Meaningful measurable 
relationship or level of change


Children who experience severe undernutrition (i.e., wasting) 
are considerably underweight for their height. Weight and 
height are valid measures for nutritional status, and thus 
children whose arm circumferences are in the red zone on 
the measurement tape are in danger. The red zone generally 
illustrates a measurement result that is more than two 
standard deviations away from normal; this would be a very 
statistically significant finding for the individual, and more so 
if this was found for a sample of the population at large.


Standard deviation Approximate value of the degree 
of certainty that the difference 
exists 


Looking at a person’s hand, each finger is a standard deviation 
away from the middle finger. Fingers can stretch out or 
squeeze more tightly together, and so will the size of standard 
deviations for any study, but they will always be a consistent 
size.


Unidirectional Change in one direction (either 
positive or negative, but not both)


Weight increase is generally a positive measure of health 
status, while weight decrease is generally a negative one for 
children. The reverse would be true for people on diets, of 
course.


Unidimensional Change along only one axis: 
larger or smaller, increase versus 
decrease


Stunting by itself is not unidimensional (as there can be both 
increases and decreases in stunting). The percentage reduction 
in stunting, by contrast, is unidimensional—only decreases in 
the measurement are the goal.


Univariate Only one measurable change (one 
variable)


Weight is a single variable (univariate).


Multivariate More than one measurable change 
(more than one variable)


Growth is multivariate, as it includes weight, height, and age 
(and often other factors, such as gender or the country’s own 
population variation).


Mean Average value A person takes five tests and has the following scores: 80, 80, 
100, 70, and 90. Add the test scores together and divide by the 
number of tests to find out that the average test score is 84. In 
a normal distribution, this will be the highest point on that 
curved graph. The mean will give an average value, but can be 
pulled in either a positive or negative direction by very high or 
very low scores.


Big Picture Issues
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Big Picture Issues


Table 3 (continued)


Key Word Translation Example


Median Value located in the middle of a 
given range


Looking at the same test scores as above (under “mean”), the 
median is 85 (because it is the value in the middle of the range 
between 100 and 70). The median will gives the midpoint 
value in all of the population’s scores, so it can help offset very 
high or very low scoring values. 


Mode Most frequent value Using the same test scores as above (under “mean”), the mode 
is 80, since that score was the most frequent one.


Hypothesis Tool by which stakeholders 
imagine (ahead of time) what this 
process will result in and how 
they plan on demonstrating it


This is generally the “if, then” sentence that serves as the 
general organizational statement preceding the development 
of a logic model. For example, if women who have children 
are taught better ways to feed them, then there will be fewer 
undernourished children.


Causality The direct effect of one event on a 
future one


Looking at the hypothesis in the preceding example (under 
“hypothesis,” above), there is a supposed direct effect between 
the mothers’ knowledge and a change in their children’s 
condition. We know that education alone will not change 
behavior, however, which is why we generally include 
multiple connections and more complicated hypotheses in our 
work.


Regression Tool to determine if two (or more) 
variables are related over time 


This is a specific statistical test that can be run on survey 
data. For example, there is a strong relationship between the 
educational level of mothers and their children’s health (for 
example, they are multivariate but unidirectional; the more 
educated women are, the healthier their children are).


Frequency distribution Number of times that different 
factors occur


In the test example immediately below, there is a 5:10:20:10:5 
frequency distribution. Graphing this pattern will show 
that both halves mirror each other (a normal distribution). 
Where the halves do not mirror each other, there should be an 
explanation.


Normal distribution or 
bell curve


Graphic to show the range of 
variation evenly distributed 
around the mean


In a regular test in school in a class with 50 students, 5 people 
have the highest grade, 5 the lowest, 10 each in the next 
highest and next lowest grades, and the remaining 20 have the 
middle scores.


Census A question or set of questions used 
for every member in the entire 
population


The government takes a census every five years of everyone 
who lives in that country. The project keeps a list of all people 
eligible to receive relief packages (a census). Note that here 
the entire eligible population to receive relief packages is not 
necessarily the entire population in the project’s target zone.


Survey A set of questions used to 
find answers about an entire 
population from a smaller group 
within the population


To find out the general level of satisfaction with the relief 
packages distributed after the last flood, the project makes 
a point of asking questions from every tenth person who 
collects their packages. Every person is presumed to be equally 
alike (to be eligible for the relief packages), and so a smaller 
number is sampled and conclusions are drawn about the 
entire population. Surveys are best at measuring changes over 
time, which is why most projects conduct baseline and final 
(endline) surveys.


Sample Representative members of entire 
client base for the activity


A smaller number of the females in the target zone, such as 
women of reproductive age (usually ages 15-45), is used. If 
there are 30,000 people in the target zone, there will be around 
15,000 females. Of that number, only about 6,000 will be of 
reproductive age (almost half will be under 15, and some will 
be older than 45). The survey team will select some smaller 
percentage of those 6,000 to be surveyed, or it will be a census 
rather than a sample survey.
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Table 3 (continued)


Key Word Translation Example


Population The entire client base for the 
activity


The population is all the people in the communities in the 
project’s target zone, including men, women, and children. The 
challenge is that the term “population” can also refer to only 
women of reproductive age in the target zone. It is important 
to be specific in the terminology used.


Stratified sample Specific representative members of 
entire client base for the activity 


This could be just the women of reproductive age in the 
population who have had a child in the last two years (the 
sample is women of reproductive age, and the stratified 
sample is a smaller group within that sample). Depending on 
the population growth in the area, this may only be two out of 
every five women (or 2,400 from the sample above). A smaller 
number from this sample may be needed to conduct a survey, 
but these women can be randomly chosen from this sample 
knowing that they are all equally likely to be chosen and will 
have the same characteristics needed to be examined.


Variable A measurable, but not always 
controllable, factor 


Girls attending school is a specific variable in an education 
project. It is eminently measurable, but not always within a 
project’s control (if the parents need the girls working on the 
family farm more than they need the incentives to keep their 
daughters in school, for example).


Bias Change in the measurement tool, 
either deliberate or inadvertent


Measuring girls’ attendance in schools only in communities 
closest to the main road (rather than all the communities in 
the target zone) will introduce bias into a reliable and valid 
measurement of school attendance, as those families are more 
likely to send their daughters to school than families who live 
farther away.


Rigor How strictly the variable(s) are 
measured


Weighing babies is a valid measurement, but its rigor can 
be compromised if the following are not controlled for: the 
scale’s accuracy, the wriggling of the child, or the fact that the 
midwife kept her hand on the child.


Triangulation From a surveying term, meaning 
using more than one measurement 
(and usually at least three) to 
increase the validity of each 
measurement


During an evaluation, the team wants to review documents, 
visit sites, and interview participants. Just reading documents 
will not convey the difficulties faced by the trainers in getting 
to the remote sites, and visiting the sites alone will not reveal 
the communities’ views about the training. A combination of 
methods needs to be to get as close to the whole truth because 
any single source, while valid, is not complete.


Source: Based on Willard (1998, p. 14).
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Objectivity


Figure 1: Balancing Objectivity and Insider Knowledge in Evaluations


Internal                                                                 External
Mixed


evaluation
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Project
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Organizational 
staff


Family doctor
evaluator


External
professional


There are good arguments for conducting evaluations with internal 
evaluators, with mixed teams, and with external evaluators. Given the 
relatively large pool of implementers and the relatively small pool of 
evaluators, sometimes the dividing line between internal and external is fuzzy 
(as figure 1, above, illustrates). The debate presents a balancing act between 
objectivity and knowledge. An external evaluator may not be swayed by 
previous relationships (or by wanting to keep their job), while an internal 
evaluator will have a more detailed knowledge of how the organization 
operates in understanding the project. There are also degrees of contact 
that can play a role in balancing objectivity and knowledge, and part of 
that balancing act will be determined by the donor requirements. On the 
chart above, the family doctor is someone who has done other work for the 
organization and is frequently called on for other assignments; there is some 
vested interest in continuing to generate business from the implementing 
agency. Mid-term evaluations tend to use more internal staff, as they are 
process-driven (that is, they focus on implementation and management 
issues), and their recommendations are more likely to be adopted if they 
are made by people with a vested interest in implementing them. Final 
evaluations are often led by external evaluators to give a bit of content 
distance1 between what happened and why it happened. In many cases, the 
evaluation team is mixed between external and internal people to help balance 
objectivity and knowledge. These can be very strong evaluation teams, 
although finding the right combination may be difficult: on the one hand, 
competent internal staff may be more readily available at a particular time and 
can be easily deployed; in contrast, the evaluation manager may need a strong 
outside evaluation team who will examine a project without bias, and more 
easily able to ask difficult questions. 


1 Content distance refers to when the evaluator knows the sector and/or technical approach, 
but does not know the particular project’s implementation method for that approach. This 
gives the evaluator a very broad base upon which to make judgments as to how the project’s 
specific approach fits within the larger set of best practices for that sector. Multisectoral 
projects often have evaluation teams composed of several different sector experts (health, 
agriculture, and so on).


Big Picture Issues
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There are specific tradeoffs involved in the selection of a lead evaluator 
and the composition of the rest of the evaluation team (see table 4, below). 
The team’s selection criteria are often established by the donor; however, 
the criteria are also open to negotiation. The evaluation manager may not 
be the lead person in those negotiations, although his/her input should be 
solicited where donor relations are such that more extensive communication 
would be valuable. In particular, the evaluation timing may help negotiate 
the composition of the evaluation team; which consultant(s) and which staff 
members are available in a particular timeframe can set a key parameter 
in choosing a team, rather than focusing only on when the key evaluator is 
available.


Table 4: Tradeoffs between Internal and External Evaluators


Internal Evaluators: Advantages External Evaluators: Advantages 


Knows the organization, its program, 
and operations


May be free from organizational bias


Is not an adversary May bring fresh perspective, insight, 
broader experience, and recent state-of-
the-art knowledge


Has a greater chance of adopting/
following up on recommendations


Is more easily hired for intensive work


Is familiar with the donor’s evaluation 
procedures


Can serve as an arbitrator or facilitator 
between stakeholders


Is often less expensive


Doesn’t require time-consuming 
procurement negotiations


Has more opportunity to build host 
country evaluation capability


Internal Evaluators: Disadvantages External Evaluators: Disadvantages


 May not know the organization, its 
policies, and procedures/regulations


Tends to accept the assumptions of the 
organization


May be ignorant of constraints on 
feasibility of recommendations


Is usually too busy to participate fully May be perceived as an adversary, 
arousing unnecessary anxiety


May be constrained by organizational 
role conflict


May be expensive (unless contracted 
locally)


Requires more time for contract 
negotiations, orientation, and monitoring


Cannot follow up on recommendations


May be unfamiliar with local political, 
cultural, and economic environment 


Source: Based on Appleby and Zarfonetis (1991, p. 21).


Big Picture Issues
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Validity


Validity is whether a test measures what it is supposed to. In an evaluation 
context, this is often the most subjective of the experimental design issues, 
tempered as it is by objectivity and access. Objectivity and access often vary 
at the same time; for example, if the evaluation team only talks with the 
communities pre-selected as the highest performing ones in the project zone, 
the evaluation is going to begin by being somewhat invalid (and a very good 
reason will be needed as to why the project manager, the evaluation manager, 
and the evaluator were all willing to let this be the main criteria for inclusion).


The American Evaluation Association (AEA) has a set of guiding principles 
for evaluators that can help ground an evaluation and can give a good idea 
of when the methods and approach will combine to provide information 
that is sufficiently valid (see box 1, below). Validity tends to follow both bias 
and rigor; solve those two and validity follows, as long as there is enough 
comprehensive information from the project to create a complete picture of 
process and outcomes. This can often result when the same finding is made 
from multiple data collection sources.


Box 1: AEA Guiding Principles, Abbreviated


Systematic Inquiry:A.  Evaluators conduct systematic, data-based inquiries.
Competence: B. Evaluators provide competent performance to stakeholders.
Integrity/Honesty:C.  Evaluators display honesty and integrity in their own 
behavior and attempt to ensure the honesty and integrity of the entire 
evaluation process.
Respect for People: D. Evaluators respect the security, dignity, and self-worth of 
respondents, program participants, clients, and other evaluation stakeholders.
Responsibilities for General and Public Welfare: E. Evaluators articulate and 
take into account the diversity of general and public interests and values.


 
Source: American Evaluation Association 2004.  
Note: See annex IV for the complete AEA principles.


Rigor


There is a growing movement towards increased rigor in evaluations 
(experimental designs and so on) and in the basic project design. There is 
additional interest and impetus from the donor community in accountability 
and an ongoing debate as to the difficulty in evaluating complex systems 
over which a development program has limited control (or causality). Best 
practices in evaluation or “good enough practices” in evaluation often mistake 
rigor for something limited to an academic program, and many academic 
programs mistakenly assume that development projects are incapable of 
rigor. Consequently, there is a growing trend for alliances between research 
institutions, universities, and PVOs to correct both mistaken perceptions. This 


Big Picture Issues







Managing and Implementing an Evaluation  •  14


type of alliance, especially with local universities, is a useful connection to 
remember in assembling the evaluation team and in conducting operational 
research during the project cycle. 


To achieve sufficient rigor in the evaluation, the evaluation manager must 
balance the following: 


The project’s ability to meet 1. 
the data standards


The organization’s intention 2. 
to use the evaluation results 
in external settings 


The budget for the project’s 3. 
overall M&E system 
(including evaluations).


Data collection and analysis choices 
often are more open to discussion 
with the evaluator based on these 
three variables: cost, time, and 
effectiveness (which can include 
rigor, bias, and validity). Since the 
evaluation manager is not usually 
an expert on methods, table 5, 
below, provides information on 
the advantages and disadvantages 
of common methods in different 
circumstances.


This choice of methods can 
give the evaluation a justifiable 
defensible rationale for the study. 
It gives subsequent evaluators (and 
managers) the possibility of doing 
a similar type of data collection in 
the future. And it leaves a paper 
superhighway (not just a trail), 
so that variables might be comparable beyond the evaluation’s parameters. 
Several PVOs routinely conduct meta-evaluations,2 and USAID has done so as 
a way of determining key patterns in evaluation findings.


Big Picture Issues


in the past, evaluations 


of humanitarian assistance 


tended to focus on projects 


and use conventional project 


evaluation techniques. However, 


thinking has shifted, and it is 


now believed that humanitarian 


assistance evaluation requires 


a greater emphasis upon policy 


evaluation techniques than is often 


the case for “conventional” aid 


evaluation. The reasons for this 


are several. First, the fluidity of the 


context and the complexity and 


interrelatedness of the response 


system reduces (though by no 


means eliminates) the value and 


effectiveness of project evaluation 


techniques, which requires 


the separation of cause and 


effect. Explanation based on the 


separation of cause from effect 


is often not possible in complex 


systems composed of numerous 


interdependent relationships, 


where the direction of influence 


may be circular rather than linear. 


(OECD 1999, p.12)


2 A meta-evaluation is an evaluation of a set of evaluations. It can be done in one PVO, 
by the donor agency, or across many different participating organizations. Usually a desk 
study, the meta-evaluation can focus on methods, findings, sectoral recommendations, and 
so on.
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Big Picture Issues


The next section examines several issues particular to managing evaluation 
data, including:


The types of data that evaluation teams need ▪


The level of detail and structuring of evaluation scopes of work ▪


What management must say to the evaluation team ▪


Data collection and analysis choices. ▪


Setting Information Priorities


Management and evaluation teams must decide which information is worth 
pursuing, given the difficulties in data collection and the particular demands 
of each funded activity. The teams must, therefore, divide the information 
strategically. The three determining criteria are:


Critical to program and activity, and required ▪


Useful and enriching to a program and/or activity, but not required ▪


Interesting, but not required. ▪


The key evaluation design parameter is which information is critical. The 
cost of collecting data is a major, but not primary, factor in determining 
the methods used in an evaluation. It may help the group and sort process 
in terms of choosing methods. If information can be obtained directly in a 
particular timeframe, but is more readily available using a proxy, cost might 
become the decisive factor.


Table 5: Advantages and Disadvantages with Common Methods


Methods Advantages Disadvantages


Document review Readily available often  ▪
electronically
Organization-specific ▪
Well-aimed at target  ▪
audiences
Shows progress or  ▪
problems over time
Shows development of  ▪
activity (responsiveness to 
change, for example) over 
time
Illustrates causal linkages ▪


Volume can be unwieldy ▪
Organization-specific ▪
Does not present context nor  ▪
does it illustrate individual 
(or group) impact very 
effectively 
May overstate  ▪


Survey If well-designed, most  ▪
rigorously shows 
relationships, causality, and 
impact
Objectively verifiable and  ▪
replicable


Requires trained personnel  ▪
and takes much longer than 
other methods
Can be short-circuited  ▪
depending on many external 
variables
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Big Picture Issues


Methods Advantages Disadvantages


Rapid appraisal Illustrates visible  ▪
differences
“Quick and dirty” ▪
Low cost ▪
Rapid results ▪


Requires high level of  ▪
cultural sensitivity
Difficult to attribute direct  ▪
causality
Can undercut participatory  ▪
nature of activity 


Focus groups Can be the most  ▪
participatory strategy
Minimizes extreme views  ▪
through group interaction
Low cost ▪
Rapid results ▪
Can be objective, valid, and  ▪
verifiable


Facilitator bias can affect  ▪
findings
Bullying by an individual in  ▪
the group can limit the full 
expression of opinions
Language barriers often  ▪
require translators, slowing 
and filtering impressions


Interview Not much preparation  ▪
required
Strong interpersonal  ▪
rapport possible
Can be objective, valid, and  ▪
verifiable


Subject to individuals’  ▪
availability
Depends on evaluators’ skill  ▪
in interviewing to assess 
individual bias
Hawthorne effect ▪ 3 
Strongly subjective ▪


Direct observation Minimal preparation  ▪
required
Low cost ▪
Rapid results ▪
Can be objective, valid, and  ▪
verifiable


Can be intimidating to  ▪
communities
Depends heavily on the  ▪
observers’ skills
Hawthorne effect ▪
Present orientation ▪ 4


Sources: Based on Willard (1998); also see Jones, Young, and Stanley (2004, pp. 49-51) 
for a slightly different version; World Bank (2002, pp. 12-23); or Guijt and Woodhill. 
(2002, pp. 6.8-10, 16-17, 20-21).3 4 


Data are the basic building blocks of information. There are two major types 
of data, quantitative and qualitative. There is a popular misperception that 
quantitative is more accurate and more scientific than qualitative. The way 
the team constructs the evaluation study, the way they analyze the data, and 
the way they write a credible report that critically examines the activity’s 
results (or lack thereof) should be the indicators for judging whether or not 
an evaluation was successful. The management and the evaluation team must 
choose which method best answers their questions and be able to justify their 
choices. 


3 The Hawthorne effect is the difference between how someone behaves when unobserved 
and how s/he behaves when observed. For example, think of the differences in a community 
when a government official comes to visit – yards are swept, trash is moved out of sight, 
people wear better clothing, and so on.


4 A present orientation means that the observation takes place only in the present—and 
has little reference to either past or future behavior. This is why direct observation alone, 
unless done by someone with experience and expertise, can be very misleading, especially 
when this is multiplied by the Hawthorne effect. Direct observation is most effective when 
it is conducted at multiple points during a project, such as at routine supervisory visits, 
as well as the higher profile evaluative events to help reduce the present orientation and 
minimize Hawthorne effects.
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Big Picture Issues


Interactive Effects of Quantitative and Qualitative 
Methodologies


There is no reason why an evaluation team cannot use more than one type of 
data collection, as combining methods can make for a much richer evaluation. 
Observations, short stories, and case studies all contribute to the context of 
even the most rigidly quantitative evaluation. For example, an agronomic 
analysis of fruit crop production is sufficient to show increases by variety and 
soil type in Tunisia. It has a more immediate relevance if there is also narrative 
on the impact that these increases made to the lives of the Tunisian farm 
families. 


The argument that quantitative data is easier to analyze because it is numeric 
neglects three basic scientific points:


Any study, qualitative or quantitative, should be set to similar 1. 
standards of methodological rigor.


Any variable can be coded so that it can be statistically analyzed.2. 


Numbers alone rarely answer questions regarding social preferences.3. 


The richest analyses are those that combine methodologies. This allows the 
evaluation team to achieve the following:


Cross-check data ▪


Divide up the work most effectively ▪


Provide the most detailed evaluation of the activity. ▪


Combining techniques also increases capacity building and participation. 
More people can be involved with different aspects of a range of techniques. 
It also deflects the risk for individuals and groups (Willard 1998, pp. 36-46). 
Many of the societies where evaluators work operate more with a group 
dynamic than the more Western concept of the individual. When a survey is 
conducted, it is standard practice to interview one person at a time. It is also 
standard to have between 5 to10 members of the family, neighbors, and so on, 
all listening to the survey conversation. Focus groups, by contrast, start out 
with the idea of using the group dynamic. Participation is encouraged versus 
discouraged (that is, if the focus group discussion is managed correctly), 
and the group can keep an individual speaker honest. Quite apart from 
understanding the variations in local social situations, there is also the more 
severe effects on the individual for begin singled out, such as inadvertently 
revealing HIV status (because of the selection criteria for the interview) 
or signaling that the individual has participated in one side of a conflict. 
These effects can have enormous damaging effects, including death. Survey 
respondents in Iraq, for example, have been shot for openly participating in 
evaluations.







Managing and Implementing an Evaluation  •  18


By and large, however, the management information is often more 


“process” and “output” oriented, while evaluation (and managing 


for results) needs both that level of detail AND more information about 


“effects” and ”impacts.” The evaluation plan drafted in the DIP may or may 


not address all of these concerns (many of which may also have changed 


over the course of the activity). The evaluation team and the activity 


management team need to work through which indicators are usable “as 


is,” which might best be combined and analyzed further, which additional 


questions need to be answered, and how to combine data sources and 


availability with time and cost factors. Part of this process might include an 


exercise where the results framework for the activity itself and those of its 


various funding partners . . . This could determine the availability and utility 


of the existing indicators for activity, program and policy audiences, as well 


as how the indicators might be assessed and/or enhanced in the course of 


the evaluation. (Willard 1998, p. 15)


Effectiveness


The report’s purpose needs to be the governing principle in the data 
collection/analysis tradeoffs stated above: Is the information needed to 
make decisions about the current project, about others in the same country 
or sector, or about pursuing additional funding in this country or sector? 
This speaks both to the internal rigor and validity of the methods chosen 
(and the honesty with which those results are reported), and also to the way 
that the organization is going to use the report. This is the main topic of the 
Communicating and Reporting on an Evaluation module. The evaluation manager 
should be aware of what can be done with the evaluation findings, and work 
with the evaluator to ensure that the project members and stakeholders who 
are part of the evaluation team understand the rationale for the data collection 
choices. The evaluation manager should also, if possible, provide learning 
opportunities for those staff during the data collection process.


Strategic Choices


The evaluation team, PVO/NGO (nongovernmental organization) 
management, and the donor are all partners in an evaluation. The design 
is, therefore, the best opportunity for these different actors to emphasize 
particular requirements (policy, program) and to highlight particular 
constraints (staffing, time, and cost). As these particularities affect the way the 
evaluation team designs and/or chooses its analytical tools, it is important that 
these are clearly stated at the beginning. It is also important for the evaluation 
team to recognize that some of the biases (from the client, from the PVO/
NGO, from other stakeholders) will not be evident until the team is in the field 
(if then) and that the team will have [to] be flexible enough to modify their 
evaluation methodology to compensate for unacknowledged glitches.


Big Picture Issues
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Each evaluation team must decide how to use the data most effectively, 
and which types of analysis best suit both the data and the situation. The 
evaluation team needs to document these choices carefully, illustrating the 
trade-offs and interactions between methodologies, situation and the time/
cost factors. If reengineering is managing for valid, replicable and complete 
results, then evaluation is the strongest tool available for assessing the validity, 
replicability and completeness of those results. (Willard 1998, pp. 56-58)


Enhancing effectiveness in the 
evaluation process can lead to 
increased use of the findings; 
adding capacity building in the 
process leads to stronger partners 
and stronger partnerships in the 
field (and sometimes even stronger 
partnerships with the network 
of headquarters’ staff). Choosing 
the correct methodology to strike 
the right balance between rigor, 
validity, and bias, as well as using an 
assortment of mixed methods, are not for the fainthearted. This often means 
that the evaluation manager needs to follow up on these four key tasks for 
the evaluation (and either by managing these issues directly or finding the 
appropriate person who can do so):


Scheduling sufficient time and resources within the evaluation  ▪
process


Ensuring that the requisite skills and experience are within the  ▪
evaluation team


Facilitating the meaningful involvement of stakeholders and  ▪
beneficiaries through individual and group interviews, and through 
the use of RRA (rapid rural appraisal) and PRA (participatory rural 
appraisal techniques)


Facilitating critical performance and results reflection by  ▪
implementers and beneficiaries. (IFRC, Module 6, 2002, p. 13)


Participatory Methods, Participation by the Beneficiaries, 
and the Evaluation Manager’s Role 


The PVO organizing the evaluation may have a strong preference for 
participatory methods and for ensuring that the beneficiaries are a vital part 
of the evaluation process. These techniques and the inclusion of the recipients 
of the different interventions are vital and vibrant sources of information. 
This type of preference is usually clear from the initial evaluation SOW, and 
it falls to the evaluation manager (as the PVO’s voice on the evaluation team) 
to ensure that these types of methods can be incorporated into the blend 


Big Picture Issues


the latter third of 


the evaluation process 


focuses upon the use of 


the recommendations and 


conclusions. This stage is often 


referred to as the feedback loop, 


and it generally has two facets: 


internal learning and external 


sharing.  


(Church and Rogers 2006, p. 179)
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developed for the specific evaluation. The methods (and increased community 
participation) do require some additional commitments in time for the initial 
evaluation design and for the subsequent analysis of information. Many of 
the communities where we work are stronger at visual representation (such 
as a food security calendar) or verbal interaction than written formats. Using 
a local research institution may help with the basic challenges of translation, 
but it might make the problem worse because of issues of internal cultural 
status. In some cases, the ways that the project has already been collecting this 
type of community-based information should be examined for modification 
to use with the evaluation-specific questions. For example, the visual aids 
for training mothers about well-baby practices could be used to lead a focus 
group discussion on which practices the community knew about and what 
changes they had observed. Some of the best focus group leaders have been 
the evaluation team’s drivers—they speak the language, they know the 
communities, they have a similar status with the community members, and 
they want to be more involved with the evaluation process. Even better is that 
they are not as personally involved as other project staff, so they can be more 
objective about the results.


Participatory and inclusive methods tend to take longer than other 
methodological choices. It takes time to set them up, to train people, and 
to analyze the results. The evaluation manager should be aware of the time 
constraints on the evaluation team and work with the evaluation team leader 
during both the initial SOW discussions and through ongoing management 
during the evaluation to ensure that there is an appropriate mix of methods 
within the parameters of time and budget.


Utilization


The Communication and Reporting on an Evaluation module goes into much 
more detail about how to ensure that the evaluation report is a useful tool 
for learning in the organization. From the evaluation manager’s standpoint, 
however, there are key elements that require management during the 
evaluation process—both from the start of planning for an evaluation and 
then when disseminating the results. While the evaluator may be responsible 
for some of the following deliverables, they are rarely responsible for all of 
them, and it may fall to the communications or reporting units to extract 
particular findings or create particular formats (these are discussed in more 
detail in the Communicating and Reporting on an Evaluation module). These vary 
quite a bit by organization and audience; the more standard an evaluation 
report format may be, the easier it will be for the downstream deliverables to 
be used to create secondary analyses. These analyses could even be at a higher 
order, such as a review of all water and sanitation project evaluations for best 
practices, rather than highlighting one or two critical findings from a single 
evaluation.


Big Picture Issues
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The evaluation manager should ensure that the report structure and content 
are sufficiently flexible so that they can be presented in different formats. This 
may mean that the evaluation report includes both an executive summary and 
an abstract (almost a press release). Determining from the start the different 
evaluation products that different audiences would be interested in will help 
create a more complete scope of work for the consultant and will establish 
early on that the findings are not going to remain in the project manager’s file 
cabinet (see table 6, below). 


Table 6: Evaluation Deliverables


Evaluation 
Deliverable


Audience Intended Use of the Information


Final evaluation 
report with 
annexes


Project manager, 
backstop officer, 
and potentially 
other technical or 
management readers 
in the organization


Change management, determine 
progress of planned/actual results, 
review management processes, derive 
lessons learned for subsequent projects, 
identify and document challenges and 
solutions, and provide guidance on 
how to effect change based on evidence


Executive 
summary


Country director, 
organizational line 
management, and 
stakeholders


Provides summary information on 
project status and recommendations, 
and links back to the full report for 
additional exposition and analysis


Technical note Interested parties 
in the organization, 
stakeholders, donor 
and evaluator 
community


Medium-length deliverable that 
examines one or two aspects of the 
evaluation, either process or findings, in 
sufficient detail to be comparable with 
other technical findings, often part of 
a series of deliverables for institutional 
grants or the basis for organizational 
outreach to peer networks


Abstract or press 
release


Stakeholders and 
general public


Very short form including the principal 
findings, suitable for most senior 
management and/or the press 


Professional 
presentation/
report


Evaluator and donor 
networks, and 
organizational brown 
bags


Key findings and methodology in 
more detail (and often with pictures or 
more active learning methods) of the 
evaluation


Participant 
feedback


Field communities Most informal “voice” of the findings, 
can be presented during community 
meetings or as part of regular 
community feedback to show results 
of their interviews and potentially 
ranking with other communities; can 
be incorporated into community action 
plans


Source: Author.


Big Picture Issues
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It is useful for the evaluation manager to know the audience (and the type 
of language or format necessary)—even if s/he is not the one tasked with 
producing these items. Identifying the deliverables needed will contribute 
to managing the evaluation team, although most evaluators will not be 
responsible for developing all of these evaluation products.


Evaluation Capacity Building


One element to be included in the scope of work is the intent to provide 
learning opportunities for project staff during the evaluation process. These 
learning opportunities often add to the time spent conducting the evaluation, 
so the time and cost elements factor into how much professional development 
will be part of the consultant’s work. There are clear benefits to including 
mentoring or patterning in an evaluation, namely:


Staff will be more actively engaged in the evaluation and thus own  ▪
the findings.


Staff’s increased capacity and contributions to subsequent evaluations  ▪
can increase both the evaluation’s reach and utilization.


Staff create stronger teams and can defuse any evaluation fears when  ▪
they learn more about the process.


When staff are serving as translators during an evaluation, the benefits of 
training the staff during the evaluation are even more evident. Focus group 
discussions are considerably livelier when conducted in the local language 
rather than when translated back and forth. Training local staff in conducting 
focus group discussions means that the evaluator can observe body language 
or group dynamics, rather than listening to the translation. It also means that 
the local staff, during a daily debriefing at the end of the day’s interviews, 
can provide additional context, confirm the evaluator’s observations about 
group dynamics, and note the importance in what was said and not said. 
Using two staff to conduct focus group discussions, where one staff member 
records—with permission—the conversations (on an MP3 player, for example) 
also permits richer text-based analysis of the terminology and gives a more 
authentic voice to the evaluation report. In many cases, this can also extend 
the reach of focus group discussions, which can become unwieldy quickly. 
Focus group discussions are best when there are fewer than 20 people 
engaged and, in most villages, the “giraffe factor5” creates much larger groups 
and impedes data collection. Having several people trained in focus group 


5 The “giraffe factor” is similar to the Hawthorne effect— people behave differently when 
they are observed—but takes into account how a foreign evaluator is going to be noticed 
in a community setting. Everyone wants to find out what the foreigner is doing and, while 
interest will wane when it is clear that the foreigner is doing nothing particularly exciting, 
there is still an interest in the stranger. Most evaluators have the experience of turning 
around suddenly and finding a pack of little boys following behind them or of sitting down 
to record information and then being surrounded by schoolchildren during a break. This is 
another instance when having local staff conduct one or two focus groups elsewhere means 
that the giraffe factor can be controlled by physically putting the evaluator elsewhere. Not 
incidentally, it can also give the evaluator a much-needed break or a chance to check in with 
the evaluation manager about progress.


Big Picture Issues
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Big Picture Issues


discussions can mean that there are two or more focus groups going on 
simultaneously (out of earshot of each other, by preference) and introduces an 
additional way to crosscheck information.


While carrying out the evaluation, the evaluators often 


provide: 


Hands-on learning to other nationals on how to evaluate; ▪


Guidance on project planning, management, and monitoring; ▪


Suggestions for better focusing of projects; ▪


Draft outlines for a successor project. (UNDP n.d., p. 5) ▪
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The evaluation manager 


must keep in mind 


that ownership of a 


task is different from 


coordination of that task: 


diplomacy is necessary 


when talking with 


other offices (contracts, 


finance) that have a role 


to play in whether or not 


the evaluation is done, 


even though they  


are not the direct  


project staff.


The Nitty Gritty Details


this is the heart of the module and includes a discussion for each of the  
major headings about choices, advantages and disadvantages, and rationale. 
Annex I also includes a checklist tool that the evaluation manager can use to 
keep track of when different tasks are completed.


The next few sections of the module follow the headings listed in table 
7, below, examining the evaluation manager’s different responsibilities. 
Fortunately, there are often other staff who have lead roles in completing these 
tasks, but it is important for the evaluation manager to be aware of the need 
to review each task and make sure that nothing slips through the cracks. The 
evaluation manager must keep in mind that ownership of a task is different 
from coordination of that task: diplomacy is necessary when talking with 
other offices (contracts, finance) that have a role to play in whether or not the 
evaluation is done, even though they are not the direct project staff. Engaging 
their interest and attention means that the evaluation manager should find 
out, well in advance, what their requirements may be for the consultant 
(formats, timeframe, etc.) so that the evaluation manager can successfully 
coordinate between the supporting offices and the consultant team.







Managing and Implementing an Evaluation  •  25


The Nitty Gritty Details


tools & resources


Managing an Evaluation tool


Table 7: Remaining Sections of the Module


Sections Major Headings Topics


Evaluation Management Personnel Staff detail, visiting staff, visiting 
partners, and consultants


Financial Budget, per diems, personnel, 
logistical, M&E, and resource 
management


Logistical Travel arrangements 
(international and local), lodging, 
community access, translators, 
editors, and support staff


Size and 
Partnerships


Scale of an evaluation, 
collaborative or shared 
evaluations, and project versus 
program evaluations


Evaluation Manager 
Interactions with 
Stakeholders and the 
Evaluation Team


Relations With the evaluation team 
leader, donor, communities, 
partners, organization (especially 
management), other projects in-
country, peer PVO organizations, 
government; and support for the 
evaluation manager


Psychological 
Elements


Staff wear and tear, fear factor, 
community reaction, and 
consultant well-being


Contracts, 
Communication, and 
Deliverables


Contractual Standard consulting agreement, 
days, roles, penalties, interaction 
with the scope of work, and 
consultant negotiations


Deliverables and 
communication


Outline, status report/update 
schedule, draft, and revised final, 
invoice, and expense reports


Organizing the 
Evaluation


Organizing the 
evaluation


Work plan and timeline, and 
schedule for field visits


Dealing with the 
Unexpected


The unexpected When to reschedule an evaluation 
and what might cause it
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The three main 


components in 


managing an evaluation 


are: personnel, financial, 


and logistical. 


Evaluation Management


the three main components in managing an evaluation are: personnel, 
financial, and logistical. The good news for the evaluation manager is that 
the first two are generally the job of other individuals in the organization, 
although it falls to the evaluation manager to make sure that there is 
communication between those individuals and the evaluation team, as well as 
ensuring that specific money and time concerns are not neglected.


Personnel Management


Within personnel management, the evaluation manager has two chief 
concerns. The first is the evaluation team’s basic composition, and the second 
is making sure that any personnel issues connected with the evaluation team 
are addressed expeditiously.


The three key elements in putting together an evaluation team are:


Credibility ▪


Team planning ▪


Conflict of interest.  ▪


Credibility refers to the match between skills/training with knowledge of the 
activity and the organization. For example:


Will these individuals do the job, compensating for their own biases  ▪
(about the type of activities or the type of PVO) with sufficient 
methodological rigor and expertise?


What selection criteria will be used to ensure that stakeholders will  ▪
have confidence in the evaluation’s findings?


To a certain extent, this refers back to bias (described above), but it also refers 
to the more general level of belief in the evaluation findings. For example, 
someone with a great deal of Indian experience is likely to doubt findings 
from a Gujarat mixed-gender focus group that indicated women spoke up 
freely in front of the men in the group. This will cast doubt on the rest of the 
findings for the reader, because it represents an anomaly (an unusual case) in 
their experience.
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team planning requires matching different types of expertise into a coherent 
whole, balancing individual abilities with the evaluation requirements. 
Expertise can range from technical to regional to linguistic, and all these 
abilities must be weighed when assembling the team. Identifying skill clusters 
necessary to accomplish the evaluation should determine the consultants, not 
vice versa, and it is up to management to determine the best fit. The degree 
of coordination required also means that a balance must be found between 
the strengths of internal and external evaluators. Team planning requires the 
most coordination between the different stakeholders and evaluation team 
members. 


Team planning meetings are a good way to determine if the team members are 
going to get along during the evaluation. It is preferable that these meetings 
are held at the PVO headquarters, where some additional interviews can be 
conducted, documentation obtained, and the scope of work finalized. One 
can propose candidates for the team, but it is often only during the team 
planning meeting that the abilities of the team members start to gel, and it 
may be possible to change partnering on different evaluation components 
to manage the combination of different personalities. Even with the best 
team planning meeting, there may still be combustible relationships between 
evaluation team members (such as longstanding feuds), and it will fall to the 
evaluation manager to provide a buffer and a listening ear. This is not to say 
that evaluators are not professional, but sometimes the stresses of working in 
the field or of prior history can cause problems for the evaluation process. 


One additional constraint is that fewer people are more manageable than 
a larger group and are also far less intimidating. This may often mean 
compromising between level of skills in the skills matrix. Someone who  
can manage a number of content or skill areas well may be more valuable  
than a single individual who does one thing superbly. Again, it is a matter  
of balance and priorities, tempered by the availability of the consultants  
and the internal staff.


Conflict of interest has become a thornier issue for USAID in recent years, in 
part due to the permeability of positions in the international development 
field. While there is no hard and fast rule, design team members and people 
who have had contract and/or technical oversight for the activity are usually 
excluded from evaluations of those activities. This can become an issue 
for the team planners to consider as they assemble an evaluation team. It 
does highlight an additional subtlety involved with external and internal 
evaluators, however, these categories are not fixed in stone. 


Personnel issues that arise during an evaluation are often a function of 
the schedule; for example, someone was available for week one, but the 
schedule changed and now the evaluation manager needs to find a substitute 


Evaluation Management
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for the original candidate. Depending on the individual’s position on the 
evaluation team, this may mean finding someone on another project (for 
the same organization) or it may require going back to the project director 
for suggestions on casting a wider net for the position. Personnel issues can 
also be a function of personalities compounded by the more general stress 
of having an evaluation done (of your project). The evaluation manager may 
need to serve as the sounding board for airing these differences and then find 
solutions to resolving them. One way to prevent fatigue from creating more 
problems for the evaluation is to manage the schedule. There should be some 
down time from data collection, both so the team can rest and so they can 
start to absorb and analyze the volume of information. Or schedule time when 
different team internal members can return to their usual tasks, so that they 
do not feel pressure from their own offices about undone tasks; schedule their 
time when their particular skills can be more usefully deployed for a different 
evaluation task.


The team leader is likely to have strong opinions about who needs to work 
which tasks and will often be reluctant to slow down. This is where the 
evaluation manager becomes key in taking the lead in managing time, so as 
not to alienate either the rest of the team or exhaust the consultant.


Financial Management


Fortunately for the evaluation manager, most of the financial management 
aspects falls to the accountants and other financial staff in the organization. 
However, there are two elements where the evaluation manager should 
understand the connection between the evaluation and general costs—
running costs and M&E budgeting.


running costs: The evaluation manager should know what was originally 
budgeted and ensure that the evaluation team members who are leaving for 
fieldwork have sufficient time to obtain travel advances from the financial 
office (as obtaining advances can take several days). If the evaluation manager 
is not traveling with the team, the team leader or someone else on the project 
staff should be the banker for field expenses, such as fuel or lodging, and 
then expense those upon return to the main office. Keeping a running tally 
of expenses will also give the evaluation manager an idea of how fast the 
evaluation is spending money and whether or not the pace of data collection 
will outstrip the funds available. If it looks as though the evaluation is going 
to run out of funds early, then the evaluation manager needs to contact the 
project director and the team leader to find out what the available options are. 
These may include finding funding from another source or possibly reducing 
the scope of the evaluation, so the manager should resolve this as soon as the 
problem is noted.


Evaluation Management
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Evaluation Management


tools & resources


Budgeting Monitoring  
and Evaluation System


M&E Budgeting: Budgeting for the overall project M&E depends on the project 
size and the donor requirements. Annex II contains a tool to help ensure 
that there is adequate funding for each evaluation (as part of the overall 
M&E system). Please note that this is an Excel file and that the data used are 
illustrative.


Management choices will determine the evaluation costs. These choices 
include:


Methodology ▪


Team composition ▪


Rarity of necessary skills ▪


Depth and range of coverage ▪


Complexity of the results framework. ▪


Additional cost elements are for translation, for in-country cell phones (with 
the consultant buying additional minutes), and for other logistical costs (such 
as an identity card). In some conflict settings, it is also important to budget for 
security to accompany the evaluation team. The evaluation manager should 
look at the usual costs for any visitor to the project and then take into account 
the need for communication with a consultant in determining the budget line 
items. If the country program keeps a small supply of local cell phones with 
staff numbers already programmed in, the cell phones will be useful for the 
consultant. It is also a cost-effective option, as there is minimal additional 
expense.


By their very nature, evaluations are expensive undertakings. There are 
several different ways to help manage costs. One of the more intriguing trends 
in recent years has been shared or collaborative evaluations between two or 
more organizations. These clearly work best when there is significant overlap 
between the projects, either geographically and/or sectorally. This does require 
a fair degree of coordination and transparency between the organizations 
and generally requires a slightly larger team (to deploy to multiple locations), 
but it also increases the possibility of building evaluation capacity, as well 
as increasing the utilization of evaluation findings because they are part of a 
shared experience.
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Cost Savings


The evaluation manager should be able to calculate not just the evaluation’s 
running budget costs, but also be part of any conversation on cost-saving 
opportunities. Not all of these will help the evaluation, however, but part of 
the evaluation planning process means balancing information requirements 
with the available pool of technical abilities. This section outlines some 
opportunity costs as a cautionary element in the scheduling and budgeting 
process.


Piggybacking 


First of all, evaluation team members can link multiple trips (piggybacking), 
which creates the possibility of cost-sharing among different organizations 
(more than one PVO in a given country, for example, or one PVO and a 
mission-funded study). This upfront savings, however, can result in one 
member of the evaluation team curtailing his or her involvement in the 
report-writing phase of the first consultancy when undertaking the next 
one. This can be mitigated, but will probably delay report-writing. This may 
cause resentment among remaining team members and tends to mute the 
evaluation’s team tone and consensus. Many evaluators will accept more than 
one assignment at a time, especially when the client PVO has demonstrated a 
past tendency towards postponing assignments, and most often when there is 
more than one client in the country in which the fieldwork is being conducted. 
Among independent consultants, this strategy is generally known as paying 
off your mortgage or sending your child to college. Timelines need to be 
watched carefully to ensure that all the different work can be squeezed into 
one trip.


Streamlining


Streamlining data collection and analysis is a somewhat more risky decision 
from a methodological standpoint. This does not just refer to secondary 
information or document review and is generally only possible with a well-
organized PVO that has already done a very thorough pre-evaluation. It 
requires considerable and readily available information, and robust methods 
for accessing results-oriented information.


A good example of streamlining would be a series of focus group interviews, 
clustering the respondents by geographic location or types of interventions. It 
is important to keep sight of what the results are supposed to be and to ensure 
that the indicators actually measure those results for the evaluation.


Hidden Costs


The two examples of piggybacking and streamlining above present somewhat 
more visible opportunity costs. There are also hidden opportunity costs in 
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terms of the degree of participation fostered by the evaluation team and the 
activity’s stakeholders. An evaluation presents a tremendous opportunity 
to increase skills, disseminate information, and generate a more favorable 
environment for additional efforts.


The evaluation can also create an enormous burden on the PVO and NGO 
management in terms of time spent away from other managerial tasks. Some 
examples of this type of burden might be if there are poorly directed meetings 
with evaluation team members or if there are high support requirements of 
the evaluation team (such as access to computers or vehicles, or other services 
such as copying or translation) (Willard 1998, p. 30).


CiDa’s Evaluation Manager and the Evaluation team leader 


should strive to develop a good working relationship during 


evaluation planning, establishing a dialogue that leads to effective 


interpersonal communications throughout the life of the evaluation. It is 


important that both parties come out of the planning process with a clear 


and single understanding of how the work is to be performed, who is to do 


what, what is to be produced, and when deliverables are expected.


Once approved by CIDA, the work plan becomes the key management 


document for the evaluation, guiding delivery in accordance with the 


Agency’s expectations throughout the performance of contract.


In preparing work plans, evaluators are expected to build on what was put 


forward in the TOR to identify what is feasible, suggest refinements and 


provide elaboration. CIDA’s Evaluation Manager is to be kept apprised of 


progress and may be asked to clarify requirements or expectations – or to 


provide advice. (Jones, Young, and Stanley 2004, p. 41)


Logistical Management


Logistical management is perhaps the most critical component for the 
evaluation manager. There are a lot of smaller tasks connected with 
conducting an evaluation; making sure that none of these are forgotten can 
make the difference between an evaluation that is on budget and useful, and 
one that is not. As the initial evaluation work plan is being developed, it is 
helpful for the evaluation manager to consider the following tasks within the 
work plan and double check the budget costs associated with those tasks.


Starting with the scope of work, specific tasks are listed with different levels of 
effort associated with each task. When multiple field teams are operating, the 
level of effort can rapidly increase for single tasks, even though the number 
of calendar days spent accomplishing those tasks remains the same (or even 
decreases) (see text box, below). 
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The combined effects of budget, skills, and time may mean that the evaluation 
manager is moving funds from one line item to others, so the evaluation 
manager should work closely with the project’s finance officer to make sure 
that these changes are done properly. It is only when the evaluation looks as 
though it is going over-budget that project management needs to be advised. 
At that time, it may be necessary to have another conversation with the 
evaluator and project management about the relative merits of different data 
sources and cost options.


are two More than twice as good as one?


Say the evaluation planned on having the team leader conduct 10 


focus groups and budgeted a total of 5 days to do this task, knowing that 


it would take time to go from one community to the next, as well as time 


assembling the focus group members. However, after the first couple of 


days, it was clear that another team member was also adept at conducting 


focus groups. 


Should the evaluation use both individuals to conduct focus groups? 


Consider these options:
The evaluation might be able to have more focus groups, with a wider  ▪
distribution of communities involved in those tasks, if the evaluation 
budget can stretch to include the additional vehicle and driver to 
permit parallel data collection. 


The evaluation team leader and the other team member could  ▪
alternate conducting focus groups in each location, freeing the other 
member to more directly observe either the group interactions or 
some of the physical improvements to the communities, so that each 
community visit becomes considerably more information-rich. 


The field time might shrink to only 2.5 days, because there are two  ▪
different teams to run the same number of focus groups.


Source: Author.


Evaluation Size and Partnerships


Sharing the evaluation space by partnering with another PVO or working 
with academic institutions contributes to making the evaluation team and 
scope of work much bigger. This increases the evaluation manager’s work 
as well, especially with respect to the coordination among many more 
stakeholders. As Title II programs move towards a consortium model to 
cover more territory and more sectors, the same Title II evaluation that 
might have taken three weeks is probably going to double in size and cost 
to attain the same level of rigor. Partnerships with academic institutions 
also take time to negotiate and are often only possible during the major 
gaps between semesters—which may or may not work for the evaluation 
schedule. The larger the evaluation and the more partners are involved with 
the evaluation process, the bigger the role the evaluation manager will have 
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Evaluation Management


to ensure that there is smooth coordination and communication between all 
the stakeholders. A single project evaluation may cover an entire country; a 
sectoral review or a program evaluation can cover multiple countries in which 
the PVO fields numerous separate teams simultaneously. Try not to have 
a novice evaluation manager or even a single evaluation manager manage 
all these (in essence) separate evaluations alone. With a complex series of 
evaluations, a strike force of evaluation managers may be needed, each with 
discrete tasks and coordinated through a more senior technical advisor.
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Part of the evaluation 


manager’s job is 


to make sure that 


communications are as 


smooth as possible and 


to ensure that schedules 


can be met with a 


minimum of disruption.


Evaluation Manager Interactions with 
Stakeholders and the Evaluation Team


one of the biggest challenges for an evaluation manager is to shepherd 
the evaluation to completion without letting the process damage existing 
relationships among stakeholders. These relationships may already be fragile 
or difficult, and evaluations can make even good friends uncomfortable with 
too much information. Part of the evaluation manager’s job is to make sure 
that communications are as smooth as possible and to ensure that schedules 
can be met with a minimum of disruption. At the same time, the evaluation 
manager is also the problem-solver 
for the evaluation team and needs to 
find ways to help the team function 
as smoothly as possible.


The Relationship between 
the Evaluation Manager and 
Evaluation Team Leader


The relationship between the evaluation manager and the evaluation team 
leader is a key part of a successful evaluation process. The evaluation 
team leader needs to trust that the evaluation manager will do what is 
required, and the evaluation manager needs to trust that the team leader 
will accomplish his/her tasks. In an ideal situation, the evaluation manager 
is someone that the team leader already knows and trusts, perhaps from 
an earlier assignment. Circumstances are rarely ideal, however, and one of 
the best ways to establish an effective working relationship is for the two 
individuals to stay in contact via email as soon as the evaluator is identified. 
The two need to discuss what the evaluator needs to have in place, logistics, 
and other items. This is a very short and intense relationship, and therefore it 
works best when both parties can be transparent about their requirements and 
expectations with one another. If at all possible, given the time and budget 
constraints present in any evaluation, it is useful for the evaluation manager 
and the team leader to spend a day or so together to prepare for the arrival 
of the rest of the team and for both parties to discuss how they will be able to 
facilitate the other’s work. The evaluation manager may have a strong interest 
in evaluations, and this time can usefully be spent together building the 
evaluation manager’s capacity.


there are two common 


responses to negative 


conclusions from an evaluation: 


discount the methods or criticize 


the evaluator. (Church and Rogers 


2006, p. 173)
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Stakeholder Relationships


The evaluation manager is often the lead communicator between the 
evaluation team and the rest of the stakeholders. This is a role that 
starts during the pre-evaluation so that the different stakeholders have 
a say in determining more of the evaluation process—such as particular 
methodological options, scope, and types of questions asked. It also 
means continuing to keep those stakeholders informed through routine 
communication such as meetings, emails, and the like, so that they know 
the evaluation status and can be asked in a timely manner for additional 
assistance in gaining access to missing information or opening doors that 
an outsider might not have. This is important in keeping the evaluation 
running smoothly. Evaluations should be about learning from the past and 
creating an environment where that is possible. This is often difficult when the 
organization (or specific stakeholders) feels threatened by the findings.


The project director (and country director) should have short weekly updates 
from the evaluation manager, so that they can convey a status report to any 
stakeholders who may ask, especially if the evaluation team has requested 
interviews from the stakeholder’s office. This shows that the organization is 
communicating with its component parts; making sure that the organization 
communicates with its partners effectively is only partially the evaluation 
manager’s job. The evaluation manager needs to communicate information 
about the evaluation process and, eventually, about the evaluation findings. 
This helps the organization as a whole, but the evaluation manager will 
often need additional support from more senior management to do this 
as effectively as possible. This may be due to access to stakeholders or to 
the evaluation manager’s position in the organization and, thus, it falls to 
the more senior management to ensure that the information the evaluation 
manager provides to them is communicated farther upstream. This is true 
for positive as well as negative findings, as communicating openly with 
stakeholders is often an exercise in tact and diplomacy. And, it is something 
evaluators should not have to do.


Support for the Evaluation Manager


It is very important for project management to check up on the evaluation 
manager. If a more junior staff member is chosen for this role, s/he may need 
help with figuring out the best way to organize flowcharts and workloads. 
The manager may also need some help making the different decisions; 
management should double check that they do, indeed, have authorization 
and the right information or forms to arrange for vehicles and to make 
other logistics arrangements. If a more senior staff member is the evaluation 
manager, s/he may not need as much help with the routine details, but s/
he may still want to discuss different decisions over and above the regular 
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communication with project management about the evaluation’s progress. The 
organization needs to recognize that the evaluation manager is doing this task 
in addition to (or instead of) the staff member’s regular duties, and that this 
task has both positive and negative effects on that staff member. It is a good 
opportunity to learn more about evaluation techniques and to gain experience 
in management. It is also a headache. As a result, project management (or 
those higher up in the organization’s structure) should find meaningful ways 
to recognize the evaluation manager’s work, to cultivate those skills in junior 
staff, and to acknowledge performance. This could be timed to the after action 
review (discussed below), when the experiences are still fresh.


Psychological Elements


Part of working with a consultant is to determine if his/her personality and 
working style will be a good fit, both for the organization and the cultural 
context. Some useful questions to ask the consultant’s references are as 
follows:


Timeliness: ▪  Did they meet the milestones and deliver the product  
on time?


Responsiveness: ▪  Were they flexible enough to deal with unexpected 
challenges or delays? Did they respond to the project team in an 
appropriate manner?


Relevance:  ▪ Did they follow the terms of reference?


Professionalism: ▪  What was their work style, communication ability, 
or degree of cultural sensitivity?


Evaluator Good Practice: ▪  Did they engage openly with the project 
team? Did they proactively explain their decisions based on good 
practice in evaluation?


Evidence-based Conclusions:  ▪ Were the report’s conclusions evidence-
based or mainly conjecture? (Church and Rogers 2006, p.165)


Evaluations are stressful. There is a great deal of work, and there is never be 
enough time to do as good a job as one would like. Evaluators are very good 
at being mad at themselves for not being perfect and can be impatient with 
others for wanting to settle for working less than 24 hours a day. Evaluators 
can also get extremely testy if they are working 24 hours a day. While it 
is certainly true that evaluators are adults, sometimes it will fall to the 
evaluation manager to insist on a rest day, or a change of pace, or a birthday 
celebration, just to lessen the evaluation intensity. Finding a massage therapist 
for the lead evaluator will pretty much guarantee you a friend for life or 
simply insisting that there is a regularly scheduled half-day off will make 
for a team with a bit more emotional resources to cope with the rigors of an 
evaluation. While schedules are frequently tight and there may not be enough 
time to take a weekend off in the midst of the data collection, it is important 
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Evaluation Manager Interactions with Stakeholders and the Evaluation Team


to try to find the time for the evaluation team and, not so incidentally, the 
evaluation manager, to take a few days away from each other between major 
evaluation events (such as the end of the data collection or the return to the 
capital city).
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Any negotiations 


between the consultant 


and the organization 


are best left to the 


contracting specialist 


and the project manager. 


Contracts, Communication,  
and Deliverables


Communication and deliverables will be the evaluation manager’s direct 
responsibility. Fortunately, the evaluation manager can pass the most difficult 
part—contracts—to others in the office. 


Contracts


There are two major types of contracts: a fixed price fee and a cost plus 
expenses. The fixed price fee is based on a deliverable’s production, while a 
cost plus expenses contract can incorporate more of the process of producing 
the deliverable. In both cases, in finalizing the scope of work, the consultant 
should note the specific number of days that it will take to produce the 
report (including data collection and other tasks), with some specific line 
items regarding travel and supplies. The major difference occurs when a 
consultancy is running over the time allotted, as it is easier to alter a cost 
plus expenses contract than a fixed price one; with a fixed price contract, the 
consultant may find that the extra days are simply the cost of doing business 
and s/he cannot charge the additional time.


A contracting specialist at the office will draw up an organizational standard 
contract for this consultancy, so the evaluation manager will not have to 
manage this task. The evaluation manager should keep a copy of the contract 
with the rest of the evaluation’s administrative materials. The only action 
that the evaluation manager may need to take is to sign off when the final 
product is delivered and approved, so that the consultant’s invoice can be 
processed (note that for performance deliverables, this process may vary 
from one organization to another). If the evaluation manager does not sign 
off on delivery for a particular cause, such as the quality of the report, then 
the project manager and the evaluation manager need to determine the best 
remedial course of action with the consultant.


Any negotiations between the consultant and the organization are best left to 
the contracting specialist and the project manager. The evaluation manager 
should know if there were particularly contentious issues, but s/he does not 
need to be engaged with those negotiations. It is probably more helpful if the 
evaluation manager stays outside of those discussions, as money issues can 
overtake an assignment.
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Contracts, Communication, and Deliverables


The evaluation manager becomes critical in determining if the consultant 
has not met the contract terms. This may be because the deliverables are 
substandard or late, or both, or the elements defined in the scope of work 
were not completed. Because the evaluation manager will have the timeline 
for the work and will have been communicating missed deadlines to the 
project management team, this should be something that simply could not be 
fixed without any other solution. In this case, the evaluation manager should 
be objective and make a strongly evidence-based case.


In rare cases, after completing his/her part, the evaluation team leader may 
be completely unsatisfied with the final evaluation report. This could be due 
to the evaluation team leader, or it could be due to the way the organization 
rewrote the evaluation findings in a more positive light. In one memorable 
case, the organization turned over the writing to other team members when 
the evaluation team leader had to leave the evaluation early due to unforeseen 
circumstances. In that case, the team leader may request that his/her name 
be taken off the evaluation report. In these cases, determining whether full or 
partial payment should be made to the team leader should be made by the 
most senior managers for the project to avoid the possibility of litigation.


Communication


The evaluation report represents almost the final step in evaluation 
management. One of the first tasks would have been to set up the 
communication schedule and review it with the evaluation manager and the 
lead consultant, covering how often and how the consultant checks in, and 
who else will be involved in these brief communications. Consultants often 
have their own comfort level in communicating the progress of particular 
assignments, and these communications will often vary depending on 
whether or not they have worked in that country or with that organization 
before. Some consultants like a more collaborative approach and want to 
engage the client as often as possible. Some evaluation managers (and some 
organizations) simply want routine reports, without a lot of additional chatter. 
Find a communication strategy that fits both requirements as much as possible 
and stick with it. If the evaluation manager does not want to get three dozen 
emails per day from the consultant (and no one else on the project wants to 
get any), then that needs to be conveyed right from the start so that s/he can 
manage this level of communication. Sometimes managing communication 
is as simple for the consultant as starting an email in the morning and then 
adding to it over the course of several hours before sending. This process  
may or may not be able to be adjusted along the way, so it is best to define  
it early on. 
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Contracts, Communication, and Deliverables


The evaluation manager also needs to have a routine communication schedule 
with project management. Determine the best schedule, but be flexible, so if 
there is a significant event or problem with the evaluation, it is conveyed to 
contact management immediately.


Deliverables


The consultant and the evaluation manager should have established specific 
benchmarks as part of the evaluation schedule for writing up the report (or 
any other deliverables, per the Communicating and Reporting on an Evaluation 
module), as the final report often gets delayed or derailed in the press of 
other assignments. Some consultants will leave behind draft findings at 
the end of the field visits, using a rough outline of the overall evaluation 
report. This gives the project team a chance to review those findings with the 
consultant and determine if the report format is appropriate and adequate for 
their needs. After that, the consultant usually returns home to complete the 
report. If other information is needed, or there are some facts to be double-
checked, it will still fall to the evaluation manager to ensure that the necessary 
information gets to the consultant. 


Box 2: Evaluation Process


Stage I:  Groundwork


Step 1:  Understand evaluation basics


Step 2:  Identify evaluation manager, evaluator, and primary users


Step 3:  Determine purpose, intended use and scope


Step 4:  Organize project documentation, information and logistics


Stage II:  Evaluation Design


Step 5:  Make design methods and measurement decisions


Step 6:  Design and test data collection instruments


Stage III:  Evaluation Implementation


Step 7:  Collect data in the field


Step 8:  Organize and interpret data


Stage IV:  Evaluation Utilization and Learning


Step 9:  Communicate findings to intended users


Source: Author. 
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Contracts, Communication, and Deliverables


The report length and the time it takes to write the report are not always 
directly correlated; a shorter report can be harder to write, as it requires a 
great deal of initial analysis before it can be condensed into a summary. A 
longer report may take more time to write, especially if there are multiple 
authors involved in the process (and the team leader needs to manage the 
team and edit the different writing styles into a more coherent whole). And 
a shorter report may not answer all the questions the project team has about 
their process, let alone about the status of their work. Longer reports may 
include the answers to questions that the evaluators are personally invested in 
or a more academic approach to analysis (with many citations and footnotes).


The evaluation manager should meet with the project team during the 
preplanning phase and determine the most effective format for the evaluation 
report so that the findings will be useful and more likely to be used. Then it 
becomes the evaluation manager role’s to work with the consultant to produce 
the particular deliverable, without affecting the evaluator’s ability to report 
fearlessly (yet diplomatically) on key evaluation findings. 


If there are other deliverables specified in the contract, then the evaluation 
manager should ensure that these are also well underway and that the 
consultant has a particular schedule for producing the deliverables before or 
relatively soon after leaving the country. Some evaluation deliverables may be 
produced in-house, and the project manager may need to decide who writes 
what pieces, as it may not be the evaluation manager.
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It is helpful to have  


a specific timeline for  


the different data 


collection, analysis, and 


writing tasks. 


Organizing the Evaluation


While there may be differences in how an evaluation is organized based on 
the team composition, on the technical sector(s) being evaluated, and on the 
evaluation purpose, most evaluations follow a fairly standard set of steps. For 
example, Catholic Relief Services (CRS)/Zambia developed a 10 step-process 
for the different phases of the evaluation process, based on its experiences 
conducting 4 recent evaluations (and derived from Patton’s utilization-focused 
approach to evaluation). Its 10-step process extends over the 3 modules in 
this mini-series; these are included here as an interesting field adaptation of 
headquarters guidance (see box 2, above, for these steps). Determining who 
takes responsibility for which step and then determining a timeframe for each 
step is first a function of the people who wrote the scope of work; the rest is 
a mediated process between the evaluator and the evaluation manager. Part 
of this process can and should be done during a pre-evaluation, so that the 
basic information (project documentation, maps, key contact people in the 
communities, list of stakeholders, and so on) is assembled prior to the arrival 
of the consultant team (see the Preparing for an Evaluation module for more 
information). This is true for internal as well as external evaluators. 


It is helpful to have a specific timeline for the different data collection, 
analysis, and writing tasks. This gives both the evaluation manager and the 
evaluator specific benchmarks and makes managing the evaluation process 
easier, as well as making any adjustments to the evaluation schedule more 
transparent and rational to more senior managers in the organization. Using a 
format like the one for the pre-evaluation will help make sure that all the tasks 
are completed.
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This section explains 


the risks and pitfalls of 


working in an uncertain 


environment, when it 


may be necessary to 


“pull the plug” or halt 


an evaluation, and what 


this means for the parties 


involved. 


Dealing with the Unexpected


Most Pvos work in an environment of uncertainty. Changes in factors outside 
of the evaluation manager’s control or even outside of the organization’s 
control can affect not only how the evaluation is done, but also whether or 
not it is completed. This section explains the risks and pitfalls of working 
in this environment, when it may be necessary to “pull the plug” or halt 
an evaluation, and what this means for the parties involved. In any of 
these rapidly changing situations, it is critical to communicate quickly and 
effectively with the key decision-makers. The communication made and the 
decisions taken vary, depending on the situation and on the implementing 
organization’s internal resources and mandate.


Macro-Economic Changes


This section details the impact of three factors—exchange rates, fuel prices, 
and ability to travel—that are outside of a project’s control but can have 
a profound effect on an evaluation. Evaluations should operate within a 
particular budget. As US exchange rates fluctuate up or down, this has 
implications for the project’s budget. If the fluctuation is downward, a smaller 
budget can have moderate to terminal effects on the organization’s ability 
to conduct a thorough evaluation, as reductions in the exchange rate affect 
both the larger project budget and the individual consultancy choices of 
independent evaluators. A weak dollar means that some assignments may 
be refused for assignments paid in Euros or that longer assignments are 
preferred to shorter ones. It also may mean that the evaluation manager on a 
reduced budget may now need to: 


Reduce the evaluation scope and duration ▪


Alter the evaluation team composition  ▪


Piggyback other evaluative or reporting activities onto the evaluation  ▪
(with a resulting change in the evaluation team’s scope of work).


option 1: Reduce the evaluation scope and duration—this is a decision made 
by project management and/or the organization.


The evaluation manager should: 


Communicate immediately with the consultant regarding the change  ▪
in terms to determine if the consultant is willing to proceed and 
determine how the change in the timeframe affects key data collection 
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methods (this may also require a change in consultants if the original 
consultant is unwilling/unable to accommodate these changes). 
Methodological changes can result in a less rigorous evaluation if 
these are not approached thoughtfully or if there are severe budget 
cuts. Most consultants can propose alternative methods and are 
sufficiently realist to adapt to changing circumstances. 


Communicate immediate with the donor regarding any necessary  ▪
approvals to the change in the scope of work with an explanation 
and see if it is sufficient for donor approval to proceed. Depending 
on the donor requirements, there may be other ways to fund the 
original evaluation, but these may not come from the original donor. 
There may be other funding sources if there is advance notice of the 
shortfall, including approaching the implementing organization for 
funding.


option 2: Alter the composition of the evaluation team. This may mean using 
more internal staff people and fewer consultants, or simply using fewer 
consultants. It can mean greatly increasing the workload for the consultants or 
decreasing the evaluation’s technical rigor and reach.


The evaluation manager should: 


Communicate immediately with the evaluation team leader. For  ▪
example, the team leader will not be happy to arrive in-country to 
find that there is now no one covering the nutrition part of the food 
security evaluation and that this is now going to be an additional part 
of her/his work.


Communicate immediately with the team responsible for putting  ▪
together the scope of work so that it can be modified accordingly. This 
may result in the sudden unanticipated availability of regional or HQ 
staff to fill in.


Communicate immediately with the donor about changes in plans  ▪
and get clearance from them for the changes.


option 3: Piggyback the evaluation with an additional reporting (or training) 
activity. It is unlikely that this will save the budget more than one or two 
round-trip airfares, but it could be turned into an evaluation capacity-building 
exercise that includes additional staff. And that might come from another line 
item in the project budget, so it might offset the reduction in funds due to the 
currency fluctuations. 


The evaluation manager should:


Communicate immediately with the evaluation team leader. For  ▪
example, the team leader will not thank you if s/he arrives in-
country to find that s/he is now spending two extra weeks training 
staff in basic principles of monitoring and evaluation, or running a 
workshop on “How to Complete an Annual Report,” and s/he may be 
unavailable.


Dealing with the Unexpected
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Communicate immediately with the team responsible for putting  ▪
together the scope of work so that this can be modified accordingly. 
And definitely double-check with the finance staff and make sure that 
this is a legitimate use of project funds.


Communicate immediately with the donor about the changes in the  ▪
plans and get donor clearance for the changes.


Political Instability


If the in-country situation is unstable and it is unsafe to travel, perhaps 
because of civil unrest or the negative after-effects of an election, it is not a 
good idea to go ahead with an evaluation. This is the wrong decision. There 
are, naturally, degrees of unrest; for example, a national teachers’ strike is 
clearly less problematic than prolonged rioting in the capital city. A key 
element to remember for any consultant is to purchase travel insurance to 
cover reimbursement for unused flights (most travel agencies automatically 
add this, but it is useful to ask). The best judgment is needed, but one should 
also take into account that situations can change rapidly. If the decision is 
made to proceed with an evaluation and the situation deteriorates to the 
point where to the team needs to be evacuated, these costs will automatically 
double the price of the evaluation. Rather than trying to predict when the 
situation will stabilize, it is often safer to postpone the evaluation entirely. In 
this instance, the evaluation manager should once again communicate with 
the evaluation team, project staff, and donor with an explanation for the delay. 
It may mean finding another consultant, if the original consultant is no longer 
available or, as with the previous unexpected case, changing the scope of the 
evaluation to take into account the changed circumstances. 


During the Gulf War, many PVOs found themselves unable to field evaluation 
teams, so they developed a “work around” in conjunction with the donor 
agency. Some PVOs did desk reviews as the final project evaluation and then 
later contracted with teams to do a more-or-less impact evaluation in the field 
more than a year after the projects ended. This was a risky strategy as the 
effects may have disappeared, but it could pay off, as the evaluation could 
directly address the sustainability of a particular type of technical assistance.


Severe Weather and Travel Advisories


Sometimes teams can plan around known weather patterns such as cyclones 
and floods. For example, in Cambodia, some villages always get cut off during 
the rainy season, and a boat is needed to get to the villages. That’s a logistical 
problem. The trouble with weather is its unpredictability, as with the security 
situation above, the best advice is to be sensible. Major disasters cannot be 
predicted, but reasonable precautions can be taken. If the weather suddenly 
deteriorates to the point where the team cannot work safely (such as a cyclone 
in Myanmar), it is time to implement the evacuation and contingency plans 
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worked out with the team, including notifying their emergency contacts. Not 
only will this affect the team’s ability to conduct the evaluation, but it can 
have two unforeseen effects on evaluation findings. The first is a negative 
effect, for example, when the roofs in the village in a disaster preparedness/
food security project caved in when the rice stockpiled (on the roofs) swelled 
up from the excess moisture from the storm. The second is a positive effect, 
for example, when a cyclone-proofed school building withstood the tsunami 
and provided additional shelter for community members for months after 
the wave hit. When the evaluation is rescheduled, the consequences of the 
unintentional should be captured, as they can point towards the community’s 
willingness to work with an organization again (the positive case), or where 
some additional community outreach may be warranted (the negative case).


As with the above scenarios, it is imperative that the evaluation manager 
inform the stakeholders about the change in schedule and circumstances, 
especially with respect to potentially needing to find a new team to fit the new 
schedule. It is clear that this is not likely to be the implementing organization’s 
first order of business, which is probably going to be directed towards 
relief efforts, but it should be given priority. At a minimum, the information 
collected during the pre-evaluation may help to jumpstart any needs 
assessments conducted as part of the relief operations.


Team Health Emergencies


Emergencies occur, sometimes involving the consultant and team members, 
and sometimes their families. There are two elements that the evaluation 
manager needs to take into account. The first is the initial purchase of medical 
evacuation (Medevac) insurance for the consultant and team members as part 
of their contracting process.6 Medevac insurance covers medical emergencies 
in-country either at medical facilities in the capital or by evacuating the 
injured or sick individual to another location. The second is to acknowledge 
the basic human priority of the need to be with family in times of crisis. If a 
team member needs to return home because of a family emergency, it may 
be necessary to reschedule the evaluation, find a replacement for the team 
member, or modify the scope of work to compensate for the absence of the 
team member. In all these cases, the same process of communication and 
coordination that plays a role in other unexpected circumstances will apply.  
In addition, it would be appropriate for the implementing organization to 
write formally to the affected individual with an expression of support. In the 
stress of doing business in the humanitarian sector, it is too easy to forget that 
family emergencies are important too. 


6 Medevac insurance is usually required for consultants by the donor organization.
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Legal Issues


visas: In most cases, it is relatively straightforward to get a visa. Whenever 
possible, the consultant (and/or the implementing organization, if they 
normally take charge of this) should have a visa in hand before arriving in-
country. Some countries issue visas when the person arrives or do not require 
visas for individuals of certain countries. It is important to find out the visa 
rules prior to departing for the country to ensure that there are no surprises 
waiting at the airport—such as individuals being detained by airport security 
because they did not have the appropriate visa or because other paperwork 
was incorrect. Another legal issue is to make sure that the consultant is 
allowed into (or back in) that country. This is basic due diligence.


individual conduct: In most cases, the implementing organization is asked 
to write a letter vouching for the individual’s conduct in-country. If legal 
issues occur during the evaluation process, the evaluation team should be 
considered as members of the implementing organization and entitled to 
the appropriate level of representation. Many evaluators have been in minor 
car accidents during an evaluation, some of which have resulted in either 
personal injury or property damage. All accidents should be reported to the 
local authorities as soon as possible (unless this raises additional issues) and 
communicated to the evaluation manager (or country director, if need be). 
Not all car accidents are minor, and the evaluation manager needs to respond 
based on the PVO’s current policy. Other legal issues have potentially major 
consequences and need to be taken seriously. While most consultants and staff 
are honorable people, even the most honorable person can make a significant 
error in judgment or be in the wrong place at the wrong time. 


Security: Security is an important aspect to consider in conducting an 
evaluation. In dangerous settings, staff may be victims of a crime. PVO 
personnel are vulnerable; recent news headlines report abductions in 
Afghanistan or deaths in the Sudan. These also require legal actions and 
timely communication on the part of the evaluation manager with more senior 
management in-country and at the organization’s headquarters.


Personnel Changes


PVO staff tend to be very mobile. This always presents challenges to any 
evaluation, as when people change jobs, critical people may no longer be 
available. When staff change happens during an evaluation or even worse, 
when the evaluation manager leaves, there is a risk of losing both momentum 
and institutional memory. When personnel leave, there is often no overlap 
between outgoing and incoming staff, so this can mean that someone is tasked 
with covering a position with little or no preparation. This is why the pre-
evaluation is so important and why a communication schedule needs to be 
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established with the evaluation team so that they can also be used to complete 
tasks. Keep contact information for the previous incumbent so that s/he can 
be reached in case of an emergency (for example, to find the keys to the filing 
cabinet). Make sure that the evaluation process is documented and kept up 
to date. It is remotely possible that the evaluation may need to be postponed 
if the original workload cannot be covered, so the PVO’s senior country 
management should be kept in the loop to ensure that this decision can be 
made in a timely and humane manner.


Implications of Rescheduling the Evaluation


Any of the factors above could result in rescheduling or, in the worst case, 
cancelling an evaluation. With adequate communication, rescheduling can be 
a manageable process. It does have implications for costs (if the evaluation 
team is already in the field), or if the chosen consultants are no longer 
available. Where this becomes somewhat more serious for the organization, 
however, is if there is a consistent pattern of postponements. The donor will 
notice this and, perhaps more importantly, the evaluator will notice (and often 
it has significant implications for his/her income). Many PVOs have a roster 
of consultants that they use for evaluations, and most consultants have a short 
list of friends and colleagues that they then go to when they cannot accept a 
particular assignment. This is a tightly-knit community, and good consultants 
tend to have their work year planned out quite far in advance. 


When an evaluation is initially scheduled, the consultant chosen makes time 
available for that assignment and often turns down other jobs to perform 
this work. Rescheduling once may or may not be possible for the consultant; 
the evaluation manager may need to use the evaluation networks (the 
organization’s and the consultant’s) to find a replacement. Most consultants 
with long-term affiliations with an organization will try to accommodate some 
changes in schedule, but it is simply not realistic to expect that an individual 
will keep six months open for near-constant postponements. What is more 
likely to happen, with good communication between the evaluation manager 
and the preferred consultant, is that the new time for the evaluation will be 
one that fits with the consultant’s schedule (and which may have had some 
judicious reshuffling to accommodate the long-term client). 


Too many postponements, however, will probably wind up with a shift from 
an external evaluation to an internal review, and with significant decreases 
in rigor; rather than an evaluation, it becomes something to check off on the 
project’s to-do list. In the case of a mid-term review, it may also mean that 
the redirection a project could have accomplished with sufficiently detailed 
recommendations becomes more of a case history than a process for change. 
And alarm bells will go off with the donor when an evaluation that was 
originally scheduled for October, then moved to November, is rescheduled for 
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January, put on hold until the end of March, and eventually conducted in July; 
this is symptomatic of deeper issues with the project. 


appointing an evaluation manager who is not on the team of the 


project to be evaluated is the most effective strategy. When done 


well, the separation of evaluation management from the actual evaluation 


creates a “political firewall” between the evaluators and the program, 


which keeps the evaluation free from the control or undue influence of 


those responsible for the project. Moreover, this structure enables an 


internally driven evaluation to be as close to an independent evaluation as 


possible. (Church and Rogers 2006, p. 168)


The manager needs to keep squarely in mind that s/he is managing 


the administration and not the substantive content. The nature of the 


conclusions is outside the remit of the manager, unless the conclusion 


does not seem evidence-based or is missing key variables. In that case, it 


is appropriate for the manager to request an alteration to the report in 


the form of either additional evidence to support the conclusion or the 


incorporation of the missing variables, provided that it had been verified. 


(Church and Rogers 2006, p. 169)
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Strong organizational 


ability is the hallmark 


of the most successful 


evaluation managers.


Management Skills 


this section highlights the management skills and talents of a good evaluation 
manager and provides sufficient detail to help organizations determine which 
individuals would be capable evaluation managers. 


There are seven talents that a good 
evaluation manager should have. 
Not only will these help to identify 
the best evaluation manager, they 
will also enhance the evaluation 
manager’s performance and the 
quality of the evaluation. It is 
better not to think of the evaluation 
manager as the sole project staff 
responsible for the success of an 
evaluation; instead, think of the 
evaluation manager as the principal 
contact for the evaluation. An 
evaluation manager will contribute to an evaluation’s success or failure.


Seven talents of a good 


Evaluation Manager


Personal
Organizational ability ▪
Institutional memory ▪
Knowledge of evaluation or  ▪
methods


A serious attitude ▪
People skills ▪
Sense of humor ▪


organizational
Support system ▪


Strong organizational ability


Strong organizational ability is the hallmark of the most successful evaluation 
managers. Using the Preparing for an Evaluation module helps set up the 
basic organization for the evaluation, but being able to keep schedules 
more or less in place becomes very important during the evaluation. Good 
managers maintain and update schedules and make sure that papers and 
other deliverables are well-structured and timely. Think about who has this 
ability in the office. This might be a good first step in identifying an in-house 
evaluation manager.


When this ability is helpful: Conducting a survey during Ramadan after 
the Balakot earthquake in Pakistan, the manager knew that access, 
availability, and attention spans were all going to be affected by hunger. 
The survey timeframe was lengthened slightly, the daily schedule was 
shortened, teams were increased, and additional clusters were added 
to the sampling frame so that the project would be able to reassign 
teams, take breaks (every two days), and return home each evening. 
Debriefings were scheduled after iftar (when the fast was broken), which 
the project financed. Data entry cleaning was done by another team 
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at the project base during the day and early evening, so the next day’s 
work could begin with a review of any problems encountered.


Institutional memory 


Institutional memory is another important skill of a good evaluation manager. 
S/he should already know the organization and the project well enough 
to answer questions from the evaluator. While some evaluators will work 
for an organization many times, organizations do change staff, and it is 
helpful to have an evaluation manager who can answer questions about the 
organization, its history, roles, and responsibilities. It is even more helpful if 
that individual is also knowledgeable about the project. Having an evaluation 
manager with good institutional memory probably means that s/he will 
not be a summer intern, but could be a local staff person assigned to the 
project manager’s office from the start of the project. The country director’s 
secretary, for example, or the lead driver may wind up being the most critical 
informants in an evaluation.


When this is lacking: There is often a substantial gap between when a 
proposal is written and when project implementation starts. Having 
written an M&E plan in the early fall that was defended in December 
by one of the principal authors meant that the consortium had access to 
the person who could best explain the terms, choices, and rationale to 
a fairly hostile array of donor representatives. Once the project started 
(late the next year), only that author was still even remotely accessible 
to the project team to continue explanations and suggestions—there 
had been numerous changes to the design during the review process, 
however, as well as to the consortium members and project coverage—
including the principle author’s own organization’s participation in 
the project. The changes in project partners affected the institutional 
memory.


Strong knowledge of evaluation or methods 


Having a strong knowledge of evaluation or methods is another attribute 
of good evaluation managers. This skill will make communicating with the 
evaluator easier. And it will be easier to communicate with the rest of the 
project staff about revisions to the methods or why different tasks take longer. 
Probably the best selection for an evaluation manager is someone who has 
already participated on an evaluation, preferably in the same country, and will 
therefore have a specific frame of reference for the methods being discussed. 
It is recommended that the evaluation manager review training materials 
and reading lists ahead of time to become familiar with the evaluation 
vocabulary. It is sometimes very helpful to have the evaluation manager be 
more knowledgeable with different key project software (the project routinely 
tracks information in Microsoft Project), which will help the evaluation 
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manager keep the evaluation organized, and often save the evaluator a lot of 
time working with an unfamiliar software. This process should be part of the 
evaluation scope of work, so that building staff capacity can be an integral 
part of the evaluation process. Success with managing an evaluation often 
sparks an interest in acquiring additional skills in implementing an evaluation 
and can be a very strong inducement for additional professional development. 


When this is helpful: In an evaluation in India, the lead evaluator spent 
a great deal of time refining the focus group methods of the rest of 
the project team, working most closely with a junior trainer who had 
been assigned the job of coordinating the evaluation. As part of the 
evaluation, the lead evaluator organized a mini-training on evaluation 
methods with the junior trainer functioning as lead translator (into 
Hindi and Gujarati). The junior trainer was soon moved into a more 
senior project management position when the organization started 
operations in another Indian state. Recognizing ability, finding 
opportunities to nurture it, and partnering someone with an interest 
with a more senior person committed to building local capacity gave the 
organization someone who then ran tsunami operations for an entire 
technical sector.


Serious attitude


Someone with a serious attitude (or gravitas) can also be a trusted evaluation 
manager. This is an unusual quality. A junior person frequently does not have 
the personal resources to be believable when they are making decisions or 
organizing resources. Look for a person that both the project and the country 
staff routinely go to when they want to address a work problem, someone 
who they trust will be able to find a solution that is fair and just. One of the 
major criticisms from an early assessment of tsunami programming was that 
the team leader “lacked gravitas”—that is, no one listened to him, and he was 
unable to manage effectively as a result. Someone with a serious attitude will 
have the maturity to accomplish tasks and win the respect of colleagues.


When this is helpful: A three-person team (from three different 
participating organizations) developed a Title II M&E plan. Two of the 
three people were very senior professionals who had flown in for the 
assignment. The third was much more junior and had been posted to 
the country for the preceding relief operations as the M&E officer. The 
two more senior people had worked together before, knew each other 
well, and had developed their organizations’ training materials in an 
unusually collaborative environment. The junior person not only kept 
the two more senior people on track, on budget, and on time, but also 
managed to blend her own skills and clarity of writing into the final 
product. The senior team members could see her professional growth 
almost on a daily basis; they were delighted to watch her shine.







Managing and Implementing an Evaluation  •  53


Management Skills


People skills


People skills is perhaps the easiest talent to identify. A good evaluation 
manager should have these competencies: the ability to make decisions; the 
willingness of staff to work for him/her; accessibility for problem-solving; and 
communication skills. All of these are likely to be tested during an evaluation. 
Who remembers birthdays, family events, and will listen to staff problems? 
Think of someone who is a genuinely nice person and who wants to help. 
Most people who work in international development want to help, but not 
everyone can connect emotionally. Having the ability to make that personal 
connection creates an atmosphere more conducive to open communication 
and contributes to a situation where people are willing to work and adapt 
to changes in a schedule. Knowing when people are stressed and finding 
creative solutions to reduce stress often makes a huge difference in the team’s 
morale. It is helpful for an evaluation manager to have a manager who is 
aware of these trials and can note the process as part of the individual’s own 
performance plan.


When this is lacking: For a long-distance evaluation, the evaluation 
manager and the lead evaluator got off to a bad start when the 
evaluation manager felt overwhelmed by the volume of emails 
coming from the evaluator. He didn’t feel he could mention this to the 
evaluator, nor had it been discussed prior to the start of the evaluation. 
Instead, it became a constant sore point between the two of them—one 
wanting more collaboration and the other wanting to be left alone. It 
colored every subsequent interaction between the two and meant that 
the organization had to use intermediaries between the two as the 
evaluation progressed (and the stress and fatigue levels increased). It 
meant that the evaluation findings had less use for the organization 
because the evaluation manager had spent a great deal of time criticizing 
the evaluator’s work style, and this diminished her credibility with the 
organization.


When it is helpful: The survey team arranged to meet up at the end of 
a particularly grueling baseline survey at the main town in a province 
in Cambodia. The team leader made arrangements for a group dinner 
at one of the tourist restaurants that included a display of traditional 
dance. The Cambodian staff had never gone to this restaurant before, 
and the expatriate staff had never seen traditional dance before, so it 
gave each of them something to discuss that wasn’t related to the survey. 
The team leader paid for the dinner, and the team spent most of the 
last week of the survey discussing the survey process and practicing 
traditional dance to much laughter.
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Sense of humor


Having a sense of humor is another important skill for evaluation managers 
as they need to set the tone for an evaluation, which is often a very stressful 
event. The evaluation manager can help reduce stress through a judicious 
use of people skills that lets people reconnect. And if the humor is culturally 
sensitive, all the better. Evaluators frequently use these strategies to lessen 
tensions and let people relax. Because the evaluation manager will often be 
seen as the timekeeper or the gatekeeper, being able to joke about his/her role 
may soften the process. It speaks to the evaluation manager’s fundamental 
good heart, rather than a tendency towards malice or gamesmanship. 
Sometimes humor about one event or another can create solidarity among the 
evaluation team.


When this is helpful: As part of a four-person team in Burkina Faso, the 
team leader spoke in French almost constantly, with only a few moments 
each day in English with the country director, who was also part of the 
evaluation team. At the end of the evaluation, the team debriefed the 
Minister of Public Health and USAID staff on the evaluation findings. 
To her amazement, the other two team members (both members of 
the Minister’s staff) demonstrated excellent English, a skill they had 
concealed during the evaluation. At her look of surprise, the team 
members (and all of the other three knew this) laughed and noted that 
she was doing so well in French, they hadn’t needed to use their English. 
This made the whole room laugh. The lead evaluator was able to 
reciprocate later in the briefing, however, when the Minister asked if the 
project could be expanded. Not, she replied, unless you duplicated one 
of your staff. The Minister didn’t pause and responded that it wouldn’t 
be a problem, as he was also in charge of family planning!


Strong organizational support system 


Finally, a strong organizational support system is extremely critical for the 
evaluation manager, especially a more junior one. This support system 
provides someone (or a group of people) that the evaluation manager can 
go to for emotional support, for management insights, for vetting different 
ideas, or for other tasks. It need not be the project manager—except for budget 
or personnel matters—but it should be someone with whom the evaluation 
manager already has a relationship where there is mutual trust. Being able to 
work without the spotlight, with everyone looking to you to solve all of their 
problems, is draining. Make sure the evaluation manager has a mentor.


When this is lacking: The evaluation manager had limited supervisory 
experience and no evaluation training. He wanted to get as 
much training in evaluation methods as possible, but no one had 
communicated that this type of training would be part of the scope of 
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work, and the evaluation manager thought that the evaluator would be 
able to just talk about methods while they were traveling together. The 
evaluator had planned to use the time in the car to do different analytical 
and team building tasks with the focus group coordinators and had not 
planned on traveling with the evaluation manager. This also required an 
additional car to accommodate the increased team and meant that many 
of the management tasks at the PVO country office did not get done in a 
timely manner. It also resulted in considerable bad feelings among most 
of the evaluation team, as the coordinators felt left out, the evaluator felt 
annoyed, and the evaluation manager felt slighted.
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There are clear benefits 


to disseminating the 


evaluation results (and 


the process) as widely as 


possible.


After the Fieldwork and the Report:  
After Action Reviews


this section reinforces the communication and utilization discussed in more 
detail in the Communicating and Reporting on an Evaluation module, but also 
emphasizes the etiquette factor following the addition of an evaluation into 
project implementation. It includes the final deliverable for the consultant and 
a review by the organization of the evaluation process so future evaluations 
can benefit from revisions to the checklist, new instruments, and solutions to 
the unexpected.


There are clear benefits to disseminating the evaluation results (and the 
process) as widely as possible. There are four elements to this section: 
the consultant debriefing; the after action review; dissemination; and 
acknowledgements.


Consultant debriefing: First, the 
consultant provides a debriefing 
to project management and, as 
time allows, an external debriefing 
to stakeholders. This includes the 
basic evaluation findings, anecdotes 
about the process, and key 
recommendations and conclusions. 
In some cases, an initial debriefing 
is held at the project office, followed 
by a presentation at the donor’s 
office. This presentation should be 
viewed as a chance to describe the evaluation process and a preview of more 
detailed findings. Most donor debriefings tend to be very dry; photographs 
from the evaluation, anecdotes about the process, and as little PowerPoint as 
possible are useful ways to engage attention.


After Action Review: This process engages the project (and sometimes, 
country) staff who were involved with different parts of the evaluation. There 
are three elements to this review:


What are the key project findings so far, and do we understand why  ▪
and how these were derived?


Evaluation reports are 


used to:
Inform CIDA Management . . . ▪


Advise Executing Agencies . . . ▪


Engage Stakeholders . . . ▪


Demonstrate Accountability  ▪
and Transparency. 


(Jones, Young, and Stanley 2004, 


p. 65)
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What parts of the evaluation logistics and planning worked, and do  ▪
we understand why?


What parts of the evaluation implementation (including logistics and  ▪
access to stakeholders) didn’t work as planned, and what can we learn 
from this to make sure we can manage this in the future?


The different lessons learned from this after action review should be part of 
a revised evaluation planning policy for the project, the country office, and 
possibly the organization as a whole. It is a very useful way to keep staff 
engaged and to ensure that all the key players in the evaluation process 
(including the drivers) express their views on how that process went.


Dissemination: The Reporting and Communicating on an Evaluation module 
provides much more detail on the different audiences and dissemination 
strategies. This section, therefore, simply examines in a bit more detail the 
value to the organization in disseminating the report. Many PVOs are wary of 
presenting findings that are less than perfect or else massage the information 
to such a degree as a way of damage control. While this is understandable, it 
is also somewhat dishonest—no one is perfect, and it is impractical to expect 
that. What becomes more important then is the format and how to present 
evaluation findings as learning opportunities, rather than as being overly 
critical of the project (see also Guijt and Woodhill [2002, pp. 4-5]).


Managing for results should include managing the results of an evaluation. 
This means disseminating the evaluation findings both horizontally and 
vertically. Horizontal dissemination can mean meeting with other PVO and 
NGO groups working in the same country, usually with a similar technical 
focus. Vertical dissemination means letting the range of those interviewed 
know what the evaluation team found. 


Sharing experiences and methodologies has three positive outcomes:


increases transparency ▪


fosters risk-taking ▪


encourages similar dissemination.  ▪


In some countries, the lead PVO takes the initiative to set up processes of 
dissemination among other grantee organizations. In other countries, the 
Mission takes the lead. With the enormous growth of computer networks and 
e-mail, many of these processes are now virtual and more rapid (Willard 1998, 
pp. 32-33).


Acknowledgements: Think of this element as the thank-you note for a 
birthday present. When you were a child, your mother made you write 
thank-you notes and generally insisted that these were done within a week of 
receiving the gift. It is part of the evaluation manager’s job to write graceful 
acknowledgements to thank the interviewees for their time and the effort 
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that they made in providing the evaluator with information. The thank-
you notes can be emails and should be sent fairly quickly. The note should 
include the following: a brief introduction about the evaluation; an actual 
acknowledgement of time and effort; and either an invitation to attend a more 
general debriefing or a presentation on evaluation findings (if one is planned), 
or a timeline for producing evaluation findings that will be accessible to that 
stakeholder.


It is also very helpful for the evaluator to commend key people in the 
organization to their own management. This should include the evaluation 
manager, but it might also include potential evaluation managers or staff 
interested in developing similar skills. This is especially key in the case of 
the in-house evaluator who is frequently asked to conduct other evaluations 
or assignments for the PVO—finding useful staff and nurturing their 
development makes the organization stronger and will make the evaluator’s 
job easier the next time.


During the after action review, the project’s organization should single out 
the evaluation manager’s performance as helping to accomplish the often-
challenging task of bringing an evaluation in on time and on budget. Different 
organizations recognize performance in different ways—certificates, bonuses, 
or even flowers all help acknowledge the evaluation manager’s additional 
work and contributions.
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Annex I 
Managing an Evaluation Tool


Lead Person 
or Office Due Date


scope of work drafted
consultant(s) identified
scope of work finalized


consultant references checked
project staff deployed (assigned and existing 
workload reallocated for duration of 
evaluation)
team assembled
teambuilding meeting


evaluation budget developed
consultant fees negotiated


per diem and travel advances arranged for 
local and international staff
evaluation budget revised
expense report and invoice forms sent to 
consultant(s)


timing and instructions for expense reports 
provided to consultant(s)


vehicles/drivers arranged
translators arranged
additional staff arranged
lodging arranged near main office
lodging arranged up‐country
airline tickets arranged
visas, work permits, security clearances 
arranged
support staff/office space arranged
airport pickup/dropoffs arranged


stakeholders (PVO, donor, ministries) notified
scope of work circulated with team leader 
resume
communities engaged in/aware of evaluation 
timing and purpose
communication schedule worked out between 
EM and project manager


Managing an Evaluation Checklist


Major Task Tasks Status Comments
Date 
Completed


Approval 
Needed


Scope of work


Personnel


Financial


Logistical 


Download this document online. 


Managing an Evaluation Tool (Excel)


 http://crs.org/publications/appendix/ManageEvaluation_AnnexI.xls



http://crs.org/publications/appendix/ManageEvaluation_AnnexI.xls
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Annex II 
Budgeting Monitoring and Evaluation System  
for Evaluation Managers


Major Events Components Quantity No. Days Daily Rate Differential
Estimated 
Costs


Rounded 
Subtotal


Grand Total 
Evaluation & 
Survey


Baseline Survey 43,000.00$  159,000.00$    
team leader/consultant 1 25 500 12500
survey analyst for instrument 
development/modification 1 7 400 2800
enumerators 20 15 20 6000
respondent incentive 320 2 640
training venue 1 5 100 500
local transportation 3 15 30 1350
per diem/lodging 0
             capitol 1 10 100 1000
             up‐country 24 15 30 10800
translation 1 5 100 500
data entry/analysis 2 5 100 1000
copying 200
field staff salary 3 15 50 2250
airfare 1 3000
other expenses 500
NHQ costs (NICRA, etc.)
subtotal 43040


Components
No. 
People No. Days Daily Rate Differential


Estimated 
Costs


Rounded 
Subtotal


Endline Survey 40,000.00$ 
team leader/consultant 1 25 500 12500
enumerators 20 15 20 6000
respondent incentive 320 2 640
training venue 1 5 100 500
local transportation 3 15 30 1350
per diem/lodging 0
             capitol 1 10 100 1000
             up‐country 24 15 30 10800
translation 1 5 100 500
data entry/analysis 2 5 100 1000
copying 200
field staff salary 3 15 50 2250
airfare 1 3000
NHQ costs (NICRA, etc.)
other expenses 500
subtotal 40240


M&E Budget Worksheet


Core Evaluative Events


Download this document online. 


Budgeting Monitoring and Evaluation System for Evaluation Managers (Excel)


 http://crs.org/publications/appendix/ManageEvaluation_AnnexII.xls 



http://crs.org/publications/appendix/ManageEvaluation_AnnexII.xls
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Annex IV 
American Evaluation Association Guiding Principles7


A. Systematic Inquiry: Evaluators conduct systematic, data-based inquiries, and thus should:


Adhere to the highest technical standards appropriate to the methods they use.1. 


Explore with the client the shortcomings and strengths of evaluation questions and approaches.2. 


Communicate the approaches, methods, and limitations of the evaluation accurately and in sufficient 3. 
detail to allow others to understand, interpret, and critique their work.


B. Competence: Evaluators provide competent performance to stakeholders, and thus should:


Ensure that the evaluation team collectively possesses the education, abilities, skills, and experience 1. 
appropriate to the evaluation.


Ensure that the evaluation team collectively demonstrates cultural competence and uses appropriate 2. 
evaluation strategies and skills to work with culturally different groups.


Practice within the limits of their competence, decline to conduct evaluations that fall substantially 3. 
outside those limits, and make clear any limitations on the evaluation that might result if declining is 
not feasible.


Seek to maintain and improve their competencies in order to provide the highest level of performance 4. 
in their evaluations.


C. Integrity/Honesty: Evaluators display honesty and integrity in their own behavior, and attempt to ensure  
 the honesty and integrity of the entire evaluation process, and thus should:


Negotiate honestly with clients and relevant stakeholders concerning the costs, tasks, limitations of 1. 
methodology, scope of results, and uses of data.


Disclose any roles or relationships that might pose a real or apparent conflict of interest prior to 2. 
accepting an assignment.


Record and report all changes to the original negotiated project plans, and the reasons for them, 3. 
including any possible impacts that could result.


Be explicit about their own, their clients’, and other stakeholders’ interests and values related to the 4. 
evaluation.


Represent accurately their procedures, data, and findings, and attempt to prevent or correct misuse of 5. 
their work by others.


Work to resolve any concerns related to procedures or activities likely to produce misleading 6. 
evaluative information, decline to conduct the evaluation if concerns cannot be resolved, and consult 
colleagues or relevant stakeholders about other ways to proceed if declining is not feasible.


7 AEA 2004.
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Disclose all sources of financial support for an evaluation, and the source of the request for the 7. 
evaluation.


D. Respect for People: Evaluators respect the security, dignity, and self-worth of respondents, program  
 participants, clients, and other evaluation stakeholders, and thus should:


Seek a comprehensive understanding of the contextual elements of the evaluation.1. 


Abide by current professional ethics, standards, and regulations regarding confidentiality, informed 2. 
consent, and potential risks or harms to participants.


Seek to maximize the benefits and reduce any unnecessary harms that might occur from an 3. 
evaluation and carefully judge when the benefits from the evaluation or procedure should be 
foregone because of potential risks.


Conduct the evaluation and communicate its results in a way that respects stakeholders’ dignity and 4. 
self-worth.


Foster social equity in evaluation, when feasible, so that those who give to the evaluation may benefit 5. 
in return.


Understand, respect, and take into account differences among stakeholders such as culture, religion, 6. 
disability, age, sexual orientation and ethnicity.


E. Responsibilities for General and Public Welfare: Evaluators articulate and take into account the diversity  
 of general and public interests and values, and thus should:


Include relevant perspectives and interests of the full range of stakeholders.1. 


Consider not only immediate operations and outcomes of the evaluation, but also the broad 2. 
assumptions, implications and potential side effects.


Allow stakeholders’ access to, and actively disseminate, evaluative information, and present 3. 
evaluation results in understandable forms that respect people and honor promises of confidentiality.


Maintain a balance between client and other stakeholder needs and interests.4. 


Take into account the public interest and good, going beyond analysis of particular stakeholder 5. 
interests to consider the welfare of society as a whole.
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Preface


Monitoring and evaluation (M&E) are core responsibilities of American Red 
Cross and Catholic Relief Services (CRS) program managers and help ensure 
quality in our programming. Monitoring and Evaluation Planning is one in a 
series of M&E training and capacity-building modules that the American 
Red Cross and CRS have agreed to collaborate on under their respective 
Institutional Capacity Building Grants. These modules are designed to 
respond to field-identified needs for specific guidance and tools that did not 
appear to be available in existing publications. Although examples in the 
modules focus on Title II programming, the guidance and tools provided have 
value beyond the food-security realm. 


Our intention in writing the Monitoring and Evaluation Planning module was to 
provide concise guidance to readers to develop a comprehensive M&E system 
for international humanitarian relief and development programs. Please send 
any comments or suggestions for this module to m&efeedback@crs.org.
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(consultant), in shepherding the module through the final stages, and Joe 
Schultz (CRS) and Jeanne Ivy (consultant), who were responsible for the 
graphic design work.



mailto:m&efeedback@crs.org





Monitoring and Evaluation Planning  •  iv


Acronyms


CrS  Catholic Relief Services


HH  Household


KaP  Knowledge, attitudes, and practices


M&E  Monitoring and evaluation


MoH  Ministry of Health


Pra  Participatory rapid (or rural) appraisal


unaiDS  Joint United Nations Programme on HIV/AIDS


unDP  United Nations Development Programme


uSaiD  United States Agency for International Development







Monitoring and Evaluation Planning  •  1


This Monitoring and 


Evaluation Planning 


module is designed 


for use by M&E 


specialists, managers 


of humanitarian and 


development programs, 


and decision makers 


responsible for program 


oversight and funding.


Introduction


This Monitoring and Evaluation Planning module is intended to provide 
concise guidance to develop a comprehensive monitoring and evaluation 
(M&E) system for international humanitarian relief and development 
programs. It covers the key planning documents and processes needed to 
set up and implement an M&E system for project planning, implementation, 
and evaluation. It is designed for use by M&E specialists, managers of 
humanitarian and development programs, and decision makers responsible 
for program oversight and funding.


In developing this module, it became apparent that some people working 
in international programs use the term “M&E plan” to refer to a planning 
document for a project’s entire M&E system, whereas others use it to refer 
to a specific document that defines project indicators and how they will be 
measured—an indicator matrix. For clarity, this module adopts the broader 
usage of an M&E plan as a key planning document for coherence and 
continuity within a project’s M&E system. The specific format or content for 
an M&E plan should be tailored and adopted to specific project needs. This 
module focuses on the key components of an M&E system that inform M&E 
planning for projects.


This module focuses on the key components of an M&E system that inform 
M&E planning for projects. These components trace a logical train of thought 
from hypotheses on how the project will bring about change in a specific 
sector, to the specific objectives needed for these changes, methods for 
measuring the project’s achievement of its stated objectives, and protocols  
for collecting and analyzing data and information used in the measurement. 
The four key components of an M&E system are:


A causal analysis framework1. 


A logframe or logical framework2. 


An indicator matrix 3. 


A data collection and analysis plan.4. 
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Following an overview of the M&E system, this module examines these four 
key M&E components. It is important to stress that the various components 
of an M&E system are interdependent and that M&E planning requires other 
elements, whether stated explicitly or implicitly. Other key considerations 
for M&E planning are presented in the final section of the module and 
highlighted in relevant boxes throughout.


Box 1. Plan Early and Involve Stakeholders
M&E planning should begin during or immediately after the project design stage. 
Early planning will inform the project design and allow for sufficient time to 
arrange for resources and personnel prior to project implementation. M&E planning 
should also involve those using the M&E system. Involvement of project staff and 
key stakeholders ensures feasibility, understanding, and ownership of the M&E 
system.


Introduction
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M&E should be an 


integral part of project 


design as well as project 


implementation and 


completion.


The M&E System–An Overview


The M&E system provides the information needed to assess and guide the 
project strategy, ensure effective operations, meet internal and external 
reporting requirements, and inform future programming. M&E should be 
an integral part of project design as well as project implementation and 
completion. Accordingly, this module will begin by describing the overall 
M&E system as it corresponds with these key stages in a project’s lifecycle (see 
Figure 1).


Figure 1. M&E and the Project Cycle
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An M&E system is built on the key parameters of a project:


The overall goal or desired change or effect ▪


The main beneficiaries or audience that the project seeks to benefit ▪


The hypotheses or assumptions that link the project objectives to  ▪
specific interventions or activities


The project scope and size  ▪
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The M&E System—An Overview


The extent of participation in and capacity for M&E ▪


The project duration  ▪


The overall project budget. ▪


Each project may have different M&E needs, depending on the operating 
context, implementing agency capacity, donor requirements, and other 
factors. In preparing an M&E plan, it is important to identify these needs 
and coordinate the methods, procedures, and tools used to meet them; this 
conserves resources and streamlines M&E planning.


There is not a single, recognized industry standard for assessing the quality 
of an M&E system. However, some key criteria are summarized below (IFAD 
2002, pp. 4-20):  


utility: ▪  The proposed M&E system will serve the practical information 
needs of intended users.


Feasibility:  ▪ The methods, sequences, timing and processing 
procedures proposed are realistic, prudent and cost-effective.


Propriety:  ▪ The M&E activities will be conducted legally, ethically and 
with due regard for the welfare of those affected by its results.


accuracy: ▪  The M&E outputs will reveal and convey technically 
adequate information.
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There are four key 


components that form 


the foundation upon 


which the M&E system  


is built.


The Four Key Components  
of an M&E System


The four key components discussed below form the foundation upon which 
the M&E system is built. They play a critical role in M&E planning, answering 
these four corresponding questions: 


What does the project want to change and how?1. 


What are the specific objectives to achieve this change?2. 


What are the indicators and how will they measure this?3. 


How will the data be collected and analyzed?4. 


Causal Analysis Framework


A causal analysis framework seeks to specify the following: 


The major problem and condition(s) that the project seeks to change1. 


Factors that cause the condition(s)2. 


Ways to influence the causal factors, based on hypotheses of the 3. 
relationships between the causes and likely solutions


Interventions to influence the causal factors 4. 


The expected changes or desired outcomes (see Table 1). 5. 


Causal analysis should be based on a careful study of local conditions and 
available data as well as consultation with potential beneficiaries, program 
implementers, other stakeholders, and technical experts. Such information 
may be available in needs assessments, feasibility studies, participatory rapid 
appraisals (PRAs), community mapping, and SWOT (strengths, weaknesses, 
opportunities, threats) analysis. CARE outlines a holistic appraisal for 
assessing the socioeconomic factors to identify target populations and 
appropriate interventions (Caldwell 2002).


The assumptions underlying causal analysis can be assessed by involving 
potential beneficiaries, program managers and implementers, other 
stakeholders, and technical experts.
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Four Key Components of an M&E System


Table 1. Causal Analysis Framework


Causal Analysis Hypothesis 
Development


Project Design


Cause/Conditions 
Mothers do not know that 
unclean water will make 
infants sick (knowledge).


IF mothers are aware of 
the dangers of unclean 
water,


Interventions 
Educate mothers about 
the dangers of unclean 
water


Mothers believe that 
breastmilk alone does not 
satisfy infants younger 
than 6 months (attitude).


AND that breastmilk is 
nutritionally sufficient for 
infants younger than 6 
months,


Educate mothers about 
the nutritional value of 
breastmilk for infants 
younger than 6 months


Mothers are giving 
breastmilk substitutes to 
infants younger than 6 
months (practice).


THEN they will 
breastfeed their infant 
exclusively to avoid 
exposure to unclean 
water,


Desired Outcomes 
Increased breastfeeding 
of infants younger than 6 
months


Problem 
High diarrhea rates 
among infants younger 
than 6 months


THEREBY contributing 
to reductions in diarrhea 
among infants younger 
than 6 months,


Reduced diarrhea among 
infants younger than 6 
months


Consequence 
High rates of infant 
mortality


THEREBY contributing 
to reductions in infant 
mortality


Overall Goal 
Reduce infant mortality


Many projects do not develop an explicit causal analysis framework. 
Nevertheless, such a framework is helpful in clarifying key interventions 
and identifying variables needed to assess the extent of project effects. For 
example, the framework presented in Table 1 hypothesizes that mothers will 
breastfeed their infants once they learn about the dangers of unclean water. 
However, if mothers are not breastfeeding for other reasons, such as cultural 
norms or working away from home, then different interventions are needed. 
In effect, the M&E system tests the hypotheses to determine whether the 
project’s interventions and outputs contributed to the desired outcomes.


The selection of problems to address and the appropriate interventions should 
be grounded in research findings and program experience in similar settings. 
Causal analysis is useful to examine cause and effect relationships and 
identify community needs from which to formulate a working hypothesis. 
Other forms of analysis include problem analysis, such as problem trees, 
to isolate conditions and consequences that help identify objectives and 
strategies (Stetson et al. 2004, p. 78), and theory of change analysis, which 
uses backwards mapping to identify conditions required to bring about 
desired long-term outcomes (Theory of Change 2008). 
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Four Key Components of an M&E System


Tools & resources


logframe Example


Logframe or Logical Framework


A logframe or logical framework shows the conceptual foundation upon 
which the project’s M&E system is built. Basically, the logframe is a matrix 
that specifies what the project is intended to achieve (objectives) and how this 
achievement will be measured (indicators). It is essential to understand the 
differences between project inputs, outputs, outcomes, and impact, since the 
indicators to be measured under the M&E system reflect this hierarchy. Table 
2 defines the key terms and components of a classic 4 x 5 logframe matrix, and 
Annex II provides an example of a logframe for outcome and output levels. It 
is important to note that various organizations in the development community 
use different formats and terms for the types of objectives in a logframe; Jim 
Rugh (2008) developed a useful guide to decipher these terms used by major 
development agencies.


A clear understanding of the logframe’s hierarchy of objectives is essential for 
M&E planning. Ultimately, it will inform the key questions that will guide the 
evaluation of project processes and impacts:


Goal: ▪  To what extent has the project contributed towards its longer 
term goals? Why or why not? What unanticipated positive or negative 
consequences did the project have? Why did they arise?


outcomes: ▪  What changes have occurred as a result of the outputs 
and to what extent are these likely to contribute towards the project 
purpose and desired impact? Has the project achieved the changes for 
which it can realistically be held accountable?


outputs: ▪  What direct tangible products or services has the project 
delivered as a result of activities? 


activities:  ▪ Have planned activities been completed on time and within 
the budget? What unplanned activities have been completed? 


inputs: ▪  Are the resources being used efficiently?


Similarly, it is also important to understand the logframe’s hierarchy of 
indicators. For instance, it is usually easier to measure lower-level indicators 
such as the number of workshop participants, while the difficulty in precision 
and measurement complexity increases when attempting to measure changes 
in behavior. The higher levels of the indicator hierarchy require more analysis 
and synthesis of different information types and sources. This affects the M&E 
data collection methods and analysis, which has implications for staffing, 
budgets, and timeframe.







Monitoring and Evaluation Planning  •  8


Table 2. Logframe Definition Table


Project 
Objectives


Indicators Means of 
Verification


Assumptions


Goal 
Simple clear 
statement of the 
impact or results 
to achieve by the 
project


Impact Indicator 
Quantitative 
or qualitative 
means to measure 
achievement or to 
reflect the changes 
connected to 
stated goal


Measurement 
method, data 
source, and 
data collection 
frequency for 
stated indicator


External factors 
necessary to 
sustain the long-
term impact, but 
beyond the control 
of the project


outcomes 
Set of beneficiary 
and population-
level changes 
needed to achieve 
the goal (usually 
knowledge, 
attitudes and 
practices, or KAP)


Outcome 
Indicator 
Quantitative 
or qualitative 
means to measure 
achievement or to 
reflect the changes 
connected to 
stated outcomes


Measurement 
method, data 
source, and 
data collection 
frequency for 
stated indicator


External 
conditions 
necessary if the 
outcomes are 
to contribute to 
achieving the goal


outputs  
Products or 
services needed 
to achieve the 
outcomes


Output Indicator 
Quantitative 
or qualitative 
means to measure 
completion of 
stated outputs 
(measures the 
immediate 
product of an 
activity)


Measurement 
method, data 
source, and 
data collection 
frequency for 
stated indicator


Factors out of the 
project’s control 
that could restrict 
or prevent the 
outputs from 
achieving the 
outcomes


activities  
Regular efforts 
needed to produce 
the outputs


Process Indicator 
Quantitative 
or qualitative 
means to measure 
completion of 
stated activities, 
i.e., attendance at 
the activities


Measurement 
method, data 
source, and 
data collection 
frequency for 
stated indicator


Factors out of the 
project’s control 
that could restrict 
or prevent the 
activities from 
achieving the 
outcomes


inputs 
Resources used 
to implement 
activities 
(financial, 
materials, human)


Input Indicator 
Quantitative 
or qualitative 
means to measure 
utilization of 
stated inputs 
(resources used 
for activities)


Measurement 
method, data 
source, and 
data collection 
frequency for 
stated indicator


Factors out of the 
project’s control 
that could restrict 
or prevent access 
to the inputs


Source: Author based on an example from Caldwell (2002, p. 139).


Effective indicators are a critical logframe element. Technical expertise is 
helpful, and before indicators are finalized, it is important to review them 
with local staff to ensure that they are realistic and feasible and meet user 
informational needs. 


Four Key Components of an M&E System
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Consider the following questions when designing indicators:


Are the indicators SMART ▪  (specific, measurable, achievable, relevant, 
and time-bound)? Indicators should be easy to interpret and explain, 
timely, cost-effective, and technically feasible. Each indicator should 
have validity (be able to measure the intended concept accurately) 
and reliability (yield the same data in repeated observations of a 
variable).


Are there international or industry standard indicators? ▪  For 
example, indicators developed by UNAIDS, the UNDP Millennium 
Development Goals, and the Demographic and Health Surveys have 
been used and tested extensively.


Are there indicators required by the donor, grant or program? ▪  This 
can be especially important if the project-level indicator is expected to 
roll up to a larger accountability framework at the program level. 


Are there secondary indicator sources?  ▪ It may be cost-effective to 
adopt indicators for which data have been or will be collected by a 
government ministry, international agency, and so on.


Box 2. Indicator Traps
Indicator overload. ▪  Indicators do not need to capture everything in a project, but 
only what is necessary and sufficient for monitoring and evaluation. 
Output fixation. ▪  Counting myriad activities or outputs is useful for project 
management but does not show the project’s impact. For measuring project 
effects, it is preferable to select a few key output indicators and focus on outcome 
and impact indicators whenever possible.
Indicator imprecision. ▪  Indicators need to be specific so that they can be readily 
measured. For example, it is better to ask how many children under age 5 slept 
under an insecticide-treated bednet the previous night than to inquire generally 
whether the household practices protective measures against malaria.
Excessive complexity. ▪  Complex information can be time-consuming, expensive, 
and difficult for local staff to understand, summarize, analyze, and work with. 
Keep it simple, clear, and concise.


Decisions regarding indicators are linked to the overall research plan. The 
type of data and information to be collected will depend on the research 
question being addressed, the desired level of precision in measuring 
project effects, and the project’s size and complexity. These issues need to be 
considered when the logframe is being developed, since they are related to the 
selection of interventions and project outputs, the proposed M&E budget, and 
staffing levels.


It is important to note that there are other types of frameworks used to show 
the relationships between project objectives and the indicators that will 
demonstrate achievement or progress toward these objectives. This module 
focuses on the logframe because it is widely used for development projects, 
but it does have its limitations (see Box 3). Another framework used by the 
U.S. Agency for International Development (USAID) and other donors is the 
results framework, sometimes called a strategic framework. Using diagrams 
to illustrate the steps or levels of results, the results framework emphasizes 
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Four Key Components of an M&E System


Tools & resources


indicator Matrix Example


the causal relationships that connect incremental achievement of each result to 
the comprehensive program impact. 


Box 3. Logframe Limitations
In M&E planning, it is important to be sensitive to the critique that logic models are 
technocentric, with a cultural bias towards linear logic that can alienate rather than 
foster local understanding, participation, and ownership. It is essential to consult 
and involve local partners, especially managers, to enhance their understanding of 
logframes.


The Indicator Matrix


An indicator matrix is a critical tool for planning and managing data 
collection, analysis, and use. It expands the logframe to identify key 
information requirements for each indicator and summarizes the key M&E 
tasks for the project. While the names and formats of the indicator matrix 
may vary, (e.g., M&E plan, indicator planning matrix, or data collection plan), 
the overall function remains the same. Often, the project donor will have a 
required format (see, for example, USAID 1996; IFRC 2007, p. 6; Stetson et al. 
2004, p. 140; Barton 1997, p. 53; Caldwell 2002, p. 103; IFAD 2002, Annex C; 
AusAID 2006, p. 6). 


Annex III provides a sample format for an indicator matrix, with illustrative 
rows for outcome and output indicators. The following are the major 
components (column headings) of the indicator matrix:


indicators: 1. The indicators provide clear statements of the precise 
information needed to assess whether proposed changes have 
occurred. Indicators can be either quantitative (numeric) or qualitative 
(descriptive observations). Typically the indicators in an indicator 
matrix are taken directly from the logframe.


indicator Definitions:2.  Each indicator needs a detailed definition of 
its key terms, including an explanation of specific aspects that will 
be measured (such as who, what, and where the indicator applies). 
The definition should explain precisely how the indicator will be 
calculated, such as the numerator and denominator of a percent 
measure. This column should also note if the indicator is to be 
disaggregated by sex, age, ethnicity, or some other variable. 


Methods/Sources:3.  This column identifies sources of information 
and data collection methods or tools, such as use of secondary 
data, regular monitoring or periodic evaluation, baseline or endline 
surveys, PRA, and focus group discussions. This column should also 
indicate whether data collection tools (questionnaires, checklists) 
are pre-existing or will need to be developed. Note that the logframe 
column on “Means of Verification” may list a source or method, i.e., 
“household survey,” the M&E plan requires much more detail, since 
the M&E work will be based on the specific methods noted.


4. 
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Frequency/Schedules:5.  This column states how often the data for each 
indicator will be collected, such as monthly, quarterly, or annually. It is 
often useful to list the data collection timing or schedule, such as start-
up and end dates for collection or deadlines for tool development. 
When planning for data collection timing, it is important to consider 
factors such as seasonal variations, school schedules, holidays, and 
religious observances (i.e., Ramadan).


Person(s) responsible:6.  This column lists the people responsible and 
accountable for the data collection and analysis, i.e., community 
volunteers, field staff, project managers, local partner/s, and external 
consultants. In addition to specific people’s names, use the position 
title to ensure clarity in case of personnel changes. This column is 
useful in assessing and planning for capacity building for the M&E 
system.


Data analysis: 7. This column describes the process for compiling 
and analyzing the data to gauge whether the indicator has been 
met or not. For example, survey data usually require statistical 
analysis, while qualitative data may be reviewed by research staff or 
community members.


information use:8.  This column identifies the intended audience and 
use of the information. For example, the findings could be used for 
monitoring project implementation, evaluating the interventions, 
planning future project work, or reporting to policy makers or donors. 
This column should also state ways that the findings will be formatted 
(e.g., tables, graphs, maps, histograms, and narrative reports) and 
disseminated (e.g., Internet Web sites, briefings, community meetings, 
listservs, and mass media).


The indicator matrix can be adapted to information requirements for project 
management. For example, separate columns can be created to identify 
data sources, collection methods and tools, information use and audience, 
or person(s) responsible for data collection and analysis. It may also be 
preferable to use separate matrices for M&E indicators. 


It is critical that the indicator matrix be developed with the participation 
of those who will be using it. Completing the matrix requires detailed 
knowledge of the project and context provided by the local project team  
and partners. Their involvement contributes to data quality because it 
reinforces their understanding of what data they are to collect and how  
they will collect them. 


Data Collection and Analysis Plan


The data collection and analysis plan expands on the information provided 
in the indicator matrix by describing in detail how data and information 
will be defined, collected, organized, and analyzed. Typically, this plan 
consists of a detailed narrative that explains how each type of data will be 
collected along with all the steps needed to ensure quality data and sound 
research practices. Key components of this plan include: the unit of analysis; 
the link between indicators, variables and questionnaires; the sampling 
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frame and methodology; timing and mode of data collection; research staff 
responsibilities; enumerator selection, training, and supervision; fieldwork 
timing and logistics; checks for data quality; data entry and storage; 
hypothesized relationships among the variables; and data analysis methods. 
Special analyses, such as disaggregating data by gender, age, location and 
socio-economic status, should also be described. 


It is important to provide the rationale for the data collection and analysis 
methods. This includes the triangulation of methods (quantitative and/
or qualitative) and sources to reduce bias and ensure data reliability and 
completeness. It should also be informed by the standards that guide 
good practice of project evaluation. There are many useful resources in 
the evaluation community that identify key principles to ensure ethical, 
accountable, and quality evaluations (for example, American Evaluation 
Association [AEA] 2004, Australian Evaluation Society [AES] 2002, and 
Development Assistance Committee [DAC] 2008).


The plan should also discuss the purpose of data collection and analysis in 
terms of specific monitoring and evaluation functions. Some key functions 
of monitoring include compliance, process, results, context, beneficiary, and 
organizational monitoring. Typically, a project will use a combination of these 
monitoring functions and design data collection and analysis accordingly. For 
project assessments, the discussion should identify not only the methods used, 
but the timing of the assessment event (i.e., baseline studies, annual reviews, 
midterm and final evaluations), and the rationale for selecting evaluators with 
specific skill sets and independence (i.e., internal versus external evaluators).


Major sources of data and information for project monitoring and  
evaluation include:


Secondary data. ▪  Useful information can be obtained from other 
research, such as surveys and other studies previously conducted or 
planned at a time consistent with the project’s M&E needs, in-depth 
assessments, and project reports. Secondary data sources include 
government planning departments, university or research centers, 
international agencies, other projects/programs working in the area, 
and financial institutions.


Sample surveys ▪ . A survey based on a random sample taken from 
the beneficiaries or target audience of the project is usually the best 
source of data on project outcomes and effects. Although surveys are 
laborious and costly, they provide more objective data than qualitative 
methods. Many donors expect baseline and endline surveys to be 
done if the project is large and alternative data are unavailable.


Project output data.  ▪ Most projects collect data on their various 
activities, such as number of people served and number of items 
distributed.


Qualitative studies. ▪  Qualitative methods that are widely used in 
project design and assessment are: participatory rapid appraisal, 
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Four Key Components of an M&E System


Tools & resources


references and resources


Data Collection Tools and 
Techniques


mapping, key informant interviews, focus group discussions, and 
observation.


Checklists. ▪  A systematic review of specific project components can 
be useful in setting benchmark standards and establishing periodic 
measures of improvement.


External assessments.  ▪ Project implementers as well as donors often 
hire outside experts to review or evaluate project outputs and 
outcomes. Such assessments may be biased by brief exposure to 
the project and over-reliance on key informants. Nevertheless, this 
process is less costly and faster than conducting a representative 
sample survey, and it can provide additional insight, technical 
expertise, and a degree of objectivity that is more credible to 
stakeholders. 


Participatory assessments.  ▪ The use of beneficiaries in project review 
or evaluation can be empowering, building local ownership, capacity, 
and project sustainability. However, such assessments can be biased 
by local politics or dominated by the more powerful voices in the 
community. Also, training and managing local beneficiaries can 
take time, money, and expertise, and it necessitates buy-in from 
stakeholders. Nevertheless, participatory assessments may be 
worthwhile as people are likely to accept, internalize, and act upon 
findings and recommendations that they identify themselves. 


See Annex IV for a more extensive list of data sources. Also, Annex I lists M&E 
guides that describe the process of data collection and analysis.


Some practical considerations in planning for data collection include:


Prepare data collection guidelines. ▪  This helps to ensure 
standardization, consistency, and reliability over time and among 
different people in the data collection process. Double-check that all 
the data required for indicators are being captured through at least 
one data source.


Pretest data collection tools. ▪  Pretesting helps to detect problematic 
questions or techniques, verify collection time, identify potential 
ethical issues, and build the competence of data collectors. 


Train data collectors. ▪  Provide an overview of the data collection 
system, data collection techniques, tools, ethics, and culturally 
appropriate interpersonal communication skills. Give trainees 
practical experience collecting data.


address ethical concerns.  ▪ Identify and respond to any concerns 
expressed by the target population. Ensure that the necessary 
permission or authorization has been obtained from local authorities, 
that local customs and attire are respected, and that confidentiality 
and voluntary participation are maintained.
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Box 4. Reducing Data Collection Costs
Data collection can be costly. One of the best ways to reduce data collection costs is 
to reduce the amount of data collected (Bamberger et al. 2006). The following questions 
can help simplify data collection and reduce costs:


Is the information necessary and sufficient? ▪  Collect only what is necessary 
for project management and evaluation. Limit information needs to the stated 
objectives, indicators, and assumptions in the logframe. 
Are there reliable secondary data sources? ▪  This can save costs for primary data 
collection. 
Is the sample size adequate but not excessive? ▪  Determine the sample size that 
is necessary to estimate or detect change. Consider using stratified and cluster 
samples.
Can the data collection instruments be simplified? ▪  Eliminate extraneous 
questions from questionnaires and checklists. In addition to saving time and cost, 
this has the added benefit of reducing “survey fatigue” among respondents.


A data analysis plan should identify: 


When data analysis will occur. ▪  It is not an isolated event at the end of 
data collection, but an ongoing task from project start. Data analysis 
can be structured through meetings and other forums to coincide with 
key project implementation and reporting benchmarks. 


To what extent analysis will be quantitative ▪  and/or qualitative, and 
any specialized skills and equipment required for analysis. 


Who will do the analysis ▪ , i.e., external experts, project staff, 
beneficiaries, and/or other stakeholders. 


If and how subsequent analysis will occur. ▪  Such analysis may be 
needed to verify findings, to follow-up on research topics for project 
extension and additional funding, or to inform future programming. 


An important consideration in planning for data collection and analysis is to 
identify any limitations, biases, and threats to the accuracy of the data and 
analysis. Data distortion can occur due to limitations or errors in design, 
sampling, field interviews, and data recording and analysis. It is best to 
monitor the research process carefully and seek expert advice, when needed. 


It is also important to carefully plan for the data management of the M&E 
system. This includes the set of procedures, people, skills, and equipment 
necessary to systematically store and manage M&E data. If this step is 
not carefully planned, data can be lost or incorrectly recorded, which 
compromises not only data quality and reliability, but also subsequent data 
analysis and use. Poorly managed data waste time and resources.







Monitoring and Evaluation Planning  •  15


Reporting is closely 


related to M&E work, 


since data are needed 


to support the major 


findings and conclusions 


presented in a  


project report.


Other Aspects of M&E Planning


Information Reporting and Utilization


Reporting project achievements and evaluation findings serves many 
important functions, namely to:


Advance learning among project staff as well as the larger  ▪
development community


Improve the quality of the services provided ▪


Inform stakeholders on the project benefits and engage them in work  ▪
that furthers project goals


Inform donors, policy makers and technical specialists of effective  ▪
interventions (and those that did not work as hoped)


Develop a project model that can be replicated and scaled-up. ▪


Reporting is closely related to M&E work, since data are needed to support 
the major findings and conclusions presented in a project report. Often, 
the focus and frequency of M&E processes are determined by reporting 
requirements and schedules. 


Practical considerations in information reporting and utilization planning 
include:


Design the M&E communication plan around the information  ▪
needs of the users. The content and format of data reports will 
vary, depending on whether the reports are to be used to monitor 
processes, conduct strategic planning, comply with requirements, 
identify problems, justify a funding request, or conduct an impact 
evaluation.


Identify the frequency of data reporting needs.  ▪ For example, project 
managers may want to review M&E data frequently to assess project 
progress and make decisions, whereas donors may need data only 
once or twice a year to ensure accountability.


Tailor reporting formats to the intended audience. ▪  Reporting may 
entail different levels of complexity and technical language; the 
report format and media should be tailored to specific audiences and 
different methods used to solicit feedback.


Identify appropriate outlets and media channels for communicating  ▪
M&E data. Consider both internal reporting, such as regular project 
reports to management and progress reports to donors, as well as 
external reporting, such as public forums, news releases, briefings, 
and Internet Web sites.
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M&E Staffing and Capacity Building


Staffing is a special concern for M&E work because it demands special 
training and a combination of research and project management skills. Also, 
the effectiveness of M&E work often relies on assistance from staff and 
volunteers who are not M&E experts. Thus, capacity building is a critical 
aspect of implementing good M&E work.


Suggestions for ensuring adequate M&E support include the following:


Identify the various tasks and related skills that are needed, such  ▪
as ensuring adequate data collection systems in the field, research 
design, and data entry and analysis


Assess the relevant skills of the project team, partner organizations,  ▪
and the community beneficiaries


Specify to what extent local stakeholders will (or will not) participate  ▪
in the M&E process (see Table 3)


Assign specific roles and responsibilities to team members and  ▪
designate an overall M&E manager


Recruit consultants, students, and others to fill in the skill gaps and  ▪
special needs such as translation, statistical analysis, and cultural 
knowledge


Identify the topics for which formal training is needed and hold  ▪
training sessions


Encourage staff to provide informal training through on-the-job  ▪
guidance and feedback, such as commenting on a report or showing 
how to use computer software programs


Give special attention to building local capacity in M&E. ▪


Cultivating nascent M&E skills takes time and patience, but in the end the 
contributions of various collaborators will enrich M&E work and lead to 
greater acceptance of M&E’s role in project implementation.


Other Aspects of M&E Planning
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Other Aspects of M&E Planning


Table 3. Considering Participatory M&E


Potential Advantages Potential Disadvantages


Empowers beneficiaries to analyze  ▪
and act on their own situation (as 
“active participants” rather than 
“passive recipients”)
Builds local capacity to manage,  ▪
own, and sustain the project. People 
are likely to accept and internalize 
findings and recommendations that 
they provide.
Builds collaboration and consensus  ▪
at different levels—between 
beneficiaries, local staff and partners, 
and senior management
Reinforces beneficiary accountability,  ▪
preventing one perspective from 
dominating the M&E process
Saves money and time in data  ▪
collection compared with the cost of 
using project staff or hiring outside 
support
Provides timely and relevant  ▪
information directly from the field 
for management decision making to 
execute corrective actions


Requires more time and cost to  ▪
train and manage local staff and 
community members
Requires skilled facilitators to ensure  ▪
that everyone understands the process 
and is equally involved
Can jeopardize the quality of collected  ▪
data due to local politics. Data 
analysis and decision making can 
be dominated by the more powerful 
voices in the community (related to 
gender, ethnic, or religious factors).
Demands the genuine commitment  ▪
of local people and the support of 
donors, since the project may not use 
the traditional indicators or formats 
for reporting findings


Budgeting for M&E


A key function of planning for M&E is to estimate the costs, staffing, and other 
resources needed for M&E work. It is important for M&E specialists to weigh 
in on M&E budget needs at the project design stage so that funds are allocated 
specifically to M&E and are available to implement key M&E tasks. 


The following are suggestions for building a realistic budget:


List all M&E tasks and overall responsibilities, analyze the necessary  ▪
items associated with each task, and determine their cost


Budget for staffing, including full-time staff, external consultants,  ▪
capacity building/training, and other human resource expenses


Ensure that the budget includes all capital expenses, including facility  ▪
costs, office equipment and supplies, travel and lodging, computer 
hardware and software, and other expenses


Determine whether all tasks are included in the overall project  ▪
budget, such as support for an information management system, field 
transportation and vehicle maintenance, translation, and printing and 
publishing of M&E documents/tools


Review the donor’s requirements to determine whether there are any  ▪
extra items that need to be budgeted, or conversely, items such as an 
external evaluation that will be funded directly by the donor
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Allow for unexpected contingencies such as inflation, currency  ▪
devaluation, equipment theft, or the need for additional data 
collection/analysis to verify findings.


A narrative justifying each line item can help guard against arbitrary budget 
cuts. It may be necessary to clarify or justify expenses, such as wage rates 
not normally paid to comparable positions, fees for consultants and external 
experts, or the various steps in a survey that add up in cost (development 
and testing the questionnaire, translation and back-translation, enumerator 
training, enumerators’ and field supervisors’ daily rates, travel/lodging costs 
for administering the survey, data analysis and write-up, and so on).


Program managers often ask what proportion of a project’s budget should be 
allocated to M&E. There is no set formula; various donors and organizations 
recommend that between 3 to10 percent of a project’s budget should be 
allocated to M&E (Frankel and Gage 2007, p. 11). A general rule of thumb is 
that the M&E budget should not be so small as to compromise the accuracy 
and credibility of results, but neither should it divert project resources to the 
extent that programming is impaired.


Other Aspects of M&E Planning
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http://www.pepfar.gov/documents/organization/79624.pdf.
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Annex II 
Logframe Example


Project Objectives Indicators Means of Verification Assumptions


Goal 
Improve the health in target 
communities in Matara 
District, Sri Lanka, by 
reducing the incidence of 
polio


Impact Indicator G1 
percent of children younger 
than 5 who died from polio 
(child mortality rate)


Household survey1. 
Medical clinic records2. 


Security/political situation 
in Sri Lanka remains stable 
for country and allows for 
project implementation


Outcome 1 
Increased immunization of 
children less than one-year 
old in target communities


Outcome Indicator 1.a 
percent of children under 
1 year who are fully 
immunized for polio 
(immunization coverage)


Household survey1. 
Vaccine records2. 


Community acceptance of 
polio vaccine


Output 1.1   
Polio Immunization 
Awareness workshop (and 
people participation)


Output Indicator 1.1a. 
number of caretakers 
participating in Polio 
Immunization Awareness 
workshops


Workshop attendance 1. 
roster
Focus group 2. 


Community capacity to 
participate in project is 
not compromised by other 
development initiatives 
within the community, 
natural disaster, and so on.


Activity A.1 
Translation of polio 
immunization booklets


Process Indicator  A.1a 
number of polio 
immunization booklets 
translated


Inventory of translated 
booklets


Input I.1 
Polio immunization 
booklets, trainers, facilities, 
and so on


Input Indicator I.1a  
number of polio 
immunization booklets 
printed


Warehouse inventory for 
booklets and printing 
receipts
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Annex III 
Indicator Matrix Examples2


Indicators Indicator 
Definition


Methods/Sources Person/s 
Responsible


Frequency/ 
Schedules


Data Analysis Information Use


Example  
Outcome 1a. 
Percent of chil-
dren younger 
than one-year 
old who are 
fully immu-
nized for polio 
(immunization 
coverage)


Children refer 1. 
to age between 
3 days and 1 
year
Fully im-2. 
munized for 
polio refers to 
getting polio 
immunization 
vaccine accord-
ing to MOH 
standards (1st 
dose at any 
time after birth, 
2nd dose at 1-2 
months later, 
3rd dose at 6-12 
months after 
second vaccina-
tion)
Numerator: 3. 
number of fully 
immunized 
children in the 
community 
Denominator: 
Total number 
of children in 
the community 
per defined age 
category


Endline ran-1. 
domized house-
hold survey
Community 2. 
focus group 
discussions
Community 3. 
key informant 
interviews


External Evalua-
tion Team


Endline survey 1. 
depends on the 
project timeline 
School Focus 2. 
Group Discus-
sions (FGDs): 
teachers, 
students, and 
administration 
at the end of 
the project
Beginning of 3. 
data collection 
according to the 
project timeline
Endline survey 4. 
question-
naire pending 
depends on the 
project timeline 


Project manage-1. 
ment team 
during project 
reflection meet-
ing
Post-project 2. 
meeting with 
implementing 
partners (Sri 
Lanka Red 
Cross Society) 
facilitated by 
project man-
ager


Project 1. 
implementation 
and decision 
making with 
community
Monitoring 2. 
process of 
project with 
management of 
Sri Lankan Red 
Cross Society
Tsunami Recov-3. 
ery Program 
management
Impact evalu-4. 
ation to justify 
intervention 
to Ministry of 
Health and 
donors


2 Note: The indicators in Annex III are illustrative and are not necessarily from the same project or objective.
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Annex III Indicator Matrix Example


Indicators Indicator 
Definition


Methods/Sources Person/s 
Responsible


Frequency/ 
Schedules


Data Analysis Information Use


Example  
Output II.a.  
Number  of 
caretakers 
participating in 
Polio Immuni-
zation Aware-
ness workshops


Caretak-1. 
ers refers to 
community 
beneficiaries 
identified by 
Local Govern-
ment Agent 
(Grama Nila-
dari) and who 
are participat-
ing in project 
activities
Polio Immuni-2. 
zation Aware-
ness Workshop 
refers to a 
one-day train-
ing, which is 
designed to 
convey knowl-
edge on polio 
immunization 
according to 
Ministry of 
Health recog-
nized standard 
curriculum
Numerator: 3. 
number of ben-
eficiaries who 
participate and 
complete one-
day workshop


Polio Immuniza-
tion Workshop At-
tendance Roster


Education Field 
Officer (EFO): 
Priyantha Perera


Attendance roster 
data collected at 
the workshop and 
reported quarterly


Quarterly 1. 
project report-
ing and project 
reflection 
meeting
Project manage-2. 
ment team 
during quar-
terly reflection 
meeting


Project imple-1. 
mentation with 
community 
beneficiaries
Monitoring 2. 
process of 
community 
outreach train-
ing for project 
with manage-
ment with Sri 
Lankan Red 
Cross Society
Tsunami Recov-3. 
ery Program 
management
Impact evalu-4. 
ation to justify 
intervention 
to Ministry of 
Health and 
donors


Example 
Outcome 2a. 
Percent of 
target schools 
that success-
fully conduct 
a minimum of 
one disaster 
drill per quarter


“Schools” refers 1. 
to K-12 in Mat-
ara District 
Criteria of 2. 
“success”: drill 
unannounced 
through early 
warning sys-
tem; response 
time under 20 
minutes, school 
members report 
to designated 
area per the 
School Crisis 
Response Plan
Numerator: 3. 
number of 
schools with 
successful 
scenario per 
quarter.  
Denominator: 
total number 
of targeted 
schools


Pre-arranged 1. 
site visits dur-
ing disaster 
drill
Complete disas-2. 
ter drill check-
list and entered 
into quarterly 
project report 
(QPR)
School focus 3. 
group discus-
sions (teachers, 
students, ad-
ministration)


School Field Offi-
cer (SFO): Shantha 
Mande


Checklist data 1. 
collected quar-
terly
FGDs: teachers, 2. 
students, and 
administra-
tion every six 
months
Begin data 3. 
collection on 
4/15/06
 Scenario check-4. 
list completed 
by 3/8/06


Post-drill 1. 
meeting with 
School Disaster 
Committee, 
facilitated by 
SFO
Project manage-2. 
ment team 
during quar-
terly reflection 
meeting


Project imple-1. 
mentation with 
School Disaster 
Committees
Monitoring 2. 
process of 
school outreach 
training for 
project with 
management 
with Sri Lankan 
Red Cross 
Society
Tsunami Recov-3. 
ery Program 
management
Impact evalu-4. 
ation to justify 
intervention 
to Ministry 
of Education, 
Ministry of 
Disaster Relief, 
donors
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Annex IV 
Data Collection Tools and Techniques3


Case study: A detailed descriptive narrative of individuals, communities, organizations, events, program, or time 
periods. They are particularly useful in evaluating complex situations and exploring qualitative impact. 


Checklist: A list of items used for validating or inspecting that procedures/steps have been followed, or the 
presence of examined behaviors. 


Closed-ended (structured) interview: A technique for interviewing that uses carefully organized questions that 
only allow a limited range of answers, such as “yes/no,” or expressed by a rating/number on a scale. Replies can 
easily be numerically coded for statistical analysis.


Community interviews/meeting: A form of public meeting open to all community members. Interaction is 
between the participants and the interviewer, who presides over the meeting and asks questions following a 
prepared interview guide. 


Direct observation: A record of what observers see and hear at a specified site, using a detailed observation 
form. Observation may be of physical surroundings, activities, or processes. Observation is a good technique for 
collecting data on behavior patterns and physical conditions.


Focus group discussion: Focused discussion with a small group (usually 8 to 12 people) of participants to record 
attitudes, perceptions, and beliefs pertinent to the issues being examined. A moderator introduces the topic and 
uses a prepared interview guide to lead the discussion and elicit discussion, opinions, and reactions. 


Key informant interview: An interview with a person having special information about a particular topic. These 
interviews are generally conducted in an open-ended or semi-structured fashion.


laboratory testing: Precise measurement of specific objective phenomenon, for example, infant weight or water 
quality test. 


Mini-survey: Data collected from interviews with 25 to 50 individuals, usually selected using non-probability 
sampling techniques. Structured questionnaires with a limited number of closed-ended questions are used to 
generate quantitative data that can be collected and analyzed quickly. 


Most significant change (MSC): A participatory monitoring technique based on stories about important or 
significant changes, rather than indicators. They give a rich picture of the impact of development work and 
provide the basis for dialogue over key objectives and the value of development programs.


open-ended (semi-structured) interview: A technique for questioning that allows the interviewer to probe and 
follow up topics of interest in depth (rather than just “yes/no” questions).


3 Note: This list is not exhaustive, as tools and techniques are emerging and evolving in the M&E field.
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Annex IV Data Collection Tools and Techniques


Participant observation: A technique first used by anthropologists; it requires the researcher to spend considerable 
time with the group being studied (days) and to interact with them as a participant in their community. This 
method gathers insights that might otherwise be overlooked, but is time-consuming. 


Participatory rapid (or rural) appraisal (Pra): This uses community engagement techniques to understand 
community views on a particular issue. It is usually done quickly and intensively – over a 2 to 3-week period. 
Methods include interviews, focus groups, and community mapping.


Questionnaire: A data collection instrument containing a set of questions organized in a systematic way, as well as 
a set of instructions to the enumerator/interviewer about how to ask the questions (typically used in a survey).


rapid appraisal (or assessment): A quick cost-effective technique to gather data systematically for decision-
making, using qualitative and quantitative methods, such as site visits, observations, and sample surveys. 
This technique shares many of the characteristics of participatory appraisal (such as triangulation and multi-
disciplinary teams) and recognizes that indigenous knowledge is a critical consideration for decision-making. 


Self-administered survey: Written surveys completed by the respondent, either in a group setting or in a separate 
location. Respondents must be literate (for example, it can be used to survey teacher opinions).


Statistical data review: A review of population censuses, research studies, and other sources of statistical data. 


Survey: Systematic collection of information from a defined population, usually by means of interviews or 
questionnaires administered to a sample of units in the population (e.g., person, beneficiaries, and adults).


visual techniques: Participants develop maps, diagrams, calendars, timelines, and other visual displays to 
examine the study topics. Participants can be prompted to construct visual responses to questions posed by the 
interviewers, for example, by constructing a map of their local area. This technique is especially effective where 
verbal methods can be problematic due to low literate or mixed language target populations, or in situations 
where the desired information is not easily expressed in either words or numbers. 


Written document review: A review of documents (secondary data) such as project records and reports, 
administrative databases, training materials, correspondence, legislation, and policy documents.
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Preface


Monitoring and evaluation are core responsibilities of the American Red Cross 
and CRS program managers and help ensure quality in our programming. 
Preparing for an Evaluation is the first in a series of M&E training and capacity-
building modules that the American Red Cross and CRS have agreed to 
collaborate on under their respective Institutional Capacity Building Grants. 
These modules are designed to respond to field-identified needs for specific 
guidance and tools that did not appear to be available in existing publications. 
Although examples in the modules focus on Title II programming, the 
guidance and tools provided have value beyond the food-security realm.


Our intention in writing Preparing for an Evaluation is to provide readers with 
information that helps them get the most out of their program evaluation. 
This module focuses on what needs to be done before an evaluation to ensure 
that cost, confusion, and frustration are minimized for both field staff whose 
program is being evaluated and the external evaluator. It offers step-by-
step guidance on the who, what, when, where, and how of preparing for an 
evaluation, with specific tools to organize information and for logistics that 
have proved useful in a number of settings. 


Please send comments on or suggestions for this edition of Preparing for an 
Evaluation via e-mail to m&efeedback@crs.org.


Recommended citation: McMillan, Della E., and Alice Willard. 2008. “Preparing for an 
Evaluation.” American Red Cross/CRS M&E Module Series. American Red Cross and 
Catholic Relief Services (CRS), Washington, DC and Baltimore, MD.
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Executive Summary


Most donors are clear about the critical role that evaluation plays in 
result-based development programming and the elements—indicators, 
management, finance, annual reports, and resource requests—that need to 
be considered in both mid-term and final evaluations. Despite these clear 
expectations, many project administrators are not prepared when it is time  
for an evaluation. 


Based on their extensive experience with the evaluation of private voluntary 
organizations (PVOs) and bilateral- and multilateral-funded projects, the  
co-authors have outlined a seven-step process for preparing for an evaluation 
—pre-evaluation planning—as follows:


  
Step 1: identify and empower the evaluation manager 


  
Step 2: Clarify donor and organizational guidance and expectations 


  
Step 3: Draft the evaluation scope of work and work plan 


  
Step 4 : identify the evaluation team and finalize the scope of work 


  
Step 5: organize the project documentation 


  
Step 6: organize the project information 


  
Step 7: Plan the evaluation logistics 


Section I describes each of the pre-evaluation steps in terms of:


Why the project needs the planning step ▪


What needs to be produced during the planning step ▪


Who will produce it, where, and when ▪


How the steps will be accomplished through specific activities.  ▪


Section II estimates how much time key actors should allow for each step 
in an evaluation and presents four options for managing the activities. The 
annexes include references, tools, sample tables, and checklists. 
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This module outlines 


the steps involved 


in preparing for 


an evaluation of a 


development project or 


grant in a PVO.


Pre-Evaluation Steps 


Evaluations are central to project planning and execution. Projects are either in 
a state of preparing to be evaluated or are being evaluated for 20 to 25 percent 
of the project life cycle. Yet many project managers and technical staff do not 
have a clear idea of how to prepare for an evaluation.


This module outlines the steps involved in preparing for an evaluation of 
a development project or grant in a PVO (see table 1). It will be useful to 
individuals who manage and those who execute evaluations of both donor- 
and privately-funded projects. Both evaluation managers and individuals 
responsible for conducting evaluations (see table 2) must accomplish certain 
steps to do their jobs. The 7-step pre-evaluation process outlined in this 
module will facilitate the evaluation process.


Pre-evaluation steps (see table 1) must be in place before the evaluation starts. 
Some pre-evaluation steps are a normal part of a good project management 
system, while others are specific to the evaluation and simply help plan and 
run an evaluation more smoothly. Although many pre-evaluation steps can be 
done after the evaluation starts, this is not ideal because it:


Increases the duration of the evaluation and, therefore, increases costs ▪


Decreases the speed with which an evaluation team can produce its  ▪
final report


Increases the likelihood of tensions and frustrations building with key  ▪
partners and between the project staff and evaluation team.


Table 1. The 7-Step Pre-Evaluation Process


Step Activity


Outputs


General 
Management


Specific to 
evaluation


1 Identify and empower the evaluation 
manager


Capacity 
Building


2 Clarify donor and organizational guidance 
and expectations


X


3 Draft the evaluation scope of work and 
work plan


X


4 Identify the evaluation team and finalize 
the scope of work


Capacity 
Building


X


5 Organize the project documentation X
6 Organize the project information X
7 Plan the evaluation logistics X
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One of the most 


common challenges 


in PVO evaluations 


is the lack of clear 


internal responsibility 


for managing the 


evaluation.


Pre-Evaluation Steps


Table 2. Project Staff Involved in Pre-Evaluation Process


Staff Definition


1. Evaluation Management Team
Evaluation Manager (EM)* Internal person from country office (project 


or non-project related) who will manage the 
evaluation


Evaluation Management Team Evaluation manager and any internal staff that 
are officially co-opted to backstop management 
of the evaluation


2. Project Staff (Proj*)
Project Manager Manager of the project being evaluated
Senior Project Technical Staff Senior technical staff supporting the project being 


evaluated
3. Management Senior management at the country level 


responsible for the project being evaluated
4. Headquarters and Regional 
Technical Advisors (HQReg*)


Food for Peace, Child Survival, M&E Advisors, 
and so on


*The abbreviations in this table identify each individual’s participation in the GANTT 
Chart for Pre-Evaluation Planning (see annex II).


Step 1: Identify, Empower, and Mentor the 
Evaluation Manager 


one of the most common challenges in PVO evaluations is the lack of clear 
internal responsibility for managing the evaluation. Many programs wait  
until they are drafting the scope of work (SOW) and the evaluation work plan  
(Step 3), or even organizing the project information (Step 6), to clearly 
establish internal leadership. Step 1 of the pre-evaluation process addresses 
this issue. 


Evaluation managers are often—but not always—the project manager, the 
head of programming, or head of M&E for the PVO’s country program. 
The evaluation manager needs a clear understanding of the process or a 
commitment to learning the process. The evaluation manager is responsible 
for ensuring that specific pre-evaluation products (core project documents, 
updated information on indicators, and so on) are presented in a timely 
manner. On a larger project, the project manager may be assisted by one 
or two others who are assigned responsibility for key functions in the pre-
evaluation and evaluation process. 


Working with regional and headquarters-based M&E specialists, senior 
country-level management must identify an in-country evaluation manager. 
In the process, the headquarters or regional M&E advisor (backstopped by 
the senior technical program advisor for this category of programming within 
the PVO) should identify any critical areas where the manager will need 
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An evaluation 


manager’s best source 


of information on donor 


expectations for an 


evaluation is the original 


guidance that was used 


to write the proposal.


Pre-Evaluation Steps


additional support. This process will enable the headquarters and regional 
teams to identify the types of mentoring and backstopping the manager 
may need. Once an evaluation manager is clearly identified, this individual 
becomes the engine driving all other steps.


Step 1 results: 


An in-country evaluation manager is formally identified and there is a clear 99


understanding of the roles for all those working on the project evaluation. 


Step 2: Clarify Donor and Organizational 
Guidance and Expectations


Even experienced evaluation managers and PVO country representatives need 
to be familiar with the donor’s program-specific guidance for the projects 
being evaluated. If project staff members are not familiar with this guidance, 
they may design an evaluation and an evaluation SOW that overlooks a key 
agency requirement. 


Donor Guidance


As part of their standard guidance for proposal writing, most donors provide 
a brief explanation of what they expect in a mid-term or final evaluation 
as well as for routine M&E (see annex I). Some grant categories require a 
final quantitative survey that is separate and distinct from the final external 
evaluation.1 Other donors expect the evaluators to facilitate independent 
data collection to crosscheck the project’s M&E system, but do not require an 
independent quantitative survey. 


An evaluation manager’s best source of information on donor expectations for 
an evaluation is the original guidance that was used to write the proposal.2  
Since donors may change their requirements and expectations, this original 
guidance should be compared with the current guidance, which is often 
available on the donor’s Web site (see annex I for examples). A wise evaluation 
manager should always double check with the donor—either directly or 
indirectly through the headquarters or regional advisors who oversee 
programs within a PVO—to find out which elements are key and how to 
harmonize old and new requirements. Many donors require reviewing the 
SOW before the evaluation; this task should be worked into the timeframe.


1 Not all grants require independent surveys. Smaller development grants and emergency 
programs often expect the same team that conducts the evaluation to facilitate an 
independent verification of key project impacts. This is not the case on other grants such as 
USAID Title II or Child Survival grants, which require independent surveys that feed into 
the external evaluation.


2 This guidance is usually filed once the proposal is submitted in case it is needed to 
respond to donor requests for revision before final approval.
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Review the M&E plan in the Final Proposal and  
Donor-approved Revisions


Always review and keep a copy of the M&E plan in the approved project 
proposal and any formal proposal amendments. Be aware of all M&E 
commitments. If any major changes were approved, the evaluation manager 
should make a copy of all correspondence concerning the request for and 
approval of these changes. If the project developed a separate M&E Plan3  
or M&E manual for the project (or for specific sub-components, such as the 
baseline survey), the evaluation manager should include these in the guidance 
briefing book.


Donor-sanctioned Guidance on Specific Evaluation 
Activities


Many donor agencies post helpful guidance on key evaluation functions 
such as sampling and the preparation of evaluation SOWs. Some of these are 
available on the technical support Web sites for particular grant categories 
(see annex I). The headquarters and regional PVO offices can contribute to this 
guidance by developing simple bibliographies that identify key references for 
the major types of programming that they supervise. 


Internal PVO Evaluation Guidance and Formatting Samples 


Many PVO operations manuals discuss evaluation. Evaluation managers need 
to check with their regional and headquarters M&E and technical advisors to 
ensure that they are in compliance with the internal guidance. These manuals 
are highly useful to external evaluators because they often explain the PVO’s 
evaluation philosophy and culture.4 The final word on guidance should come 
from the donor, in the case of externally-funded projects, or from the PVO, in 
the case of internally-funded projects.


3 Many grant agencies require recipients to submit a revised indicator tracking table  
once they have completed their baseline survey. Some projects submit a revised M&E  
plan as well.


4 See for example, Aubel (1993).


Pre-Evaluation Steps


Tools & resources


references and Further  
reading
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Pre-Evaluation Steps


It is also important at this stage to include examples of how the report should 
be organized into subsections that correspond with the donor- and PVO-
specific reporting requirements. This detailed format can be spelled out in 
the scope of work and will help project and non-PVO management as well 
as evaluation team members to harmonize their analysis and writing from 
the start. If each consultant on the team follows this format—or any revisions 
of the format that the team agrees to—and a standard agreed upon writing 
template—covering font size, subheading style, and so on—the team can 
avoid extensive revisions in the final editing of the report. 


The four activities listed above are usually executed by the evaluation 
manager (see table 2).


Management Debriefing and Sensitization on Agency 
Guidance and the Evaluation


Before moving to Step 3, however, it is critical that country-level senior 
managers who oversee the project be briefed on evaluation planning.5 Their 
commitment to the pre-evaluation is critical to creating a productive, non-
threatening environment for the evaluation. It is equally critical to ensure 
that there is good follow up on the evaluation’s recommendations. In-country 
management must be on board early, which requires that they be informed 
so they can participate and show ownership of the scope of work (see Step 3, 
below). 


The management briefing should discuss the evaluation requirements and the 
suggested timetable for moving through the other pre-evaluation steps (Steps 
3 to 7). It is critical that headquarters ensure that the field staff have all the 
information that they need to prepare a solid scope of work. To provide this 
information, senior in-country management should summarize the meeting 
outcomes in a memo to the HQ and regional staff who oversee the project and 
ask for their feedback or comments.


5 This activity is similar to Phase I: Pre-planning Meetings (Evaluation Coordinating 
Group) in Aubel (1993, p. 1).
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Writing the SOW and 


getting it approved are 


time-consuming tasks 


that are frequently 


neglected and must 


be built into the pre-


evaluation planning 


process.


Pre-Evaluation Steps


 
Step 2 results: The following tasks are completed:


a briefing book99 6 is developed that organizes the donor guidance, 


examples of best practice, and internal guidance that evaluation managers, 


country level senior management, and the evaluation team use to design 


the evaluation, and


an in-country management debriefing is conducted99  to review the 


briefing book and proposed pre-evaluation planning process.


Step 3: Draft the Evaluation SOW  
and Work Plan 


Writing the SoW and getting it approved are time-consuming tasks that are 
frequently neglected and must be built into the pre-evaluation planning 
process. A great deal of guidance already exists on how to write an evaluation 
SOW. Rather than repeat this information, this module simply provides the 
appropriate references for these resources (see below). 


The SOW should include:


A brief program overview—its objectives, activities, and any  ▪
anticipated delays in the execution of key activities


The evaluation objectives as defined by the agency guidance  ▪
identified in Step 2 


Suggested technical expertise needed for the evaluation team, their  ▪
individual responsibilities, and any physical constraints to consider in 
recruiting for these positions7  


Major issues and questions that the team should address ▪


A list of key documents and information the country team will  ▪
provide


The evaluation timetable  ▪


The final report format.  ▪


6 Insert the date on the briefing book’s contents page because it is a living document that 
is likely to evolve in the course of the evaluation. Also include a title page to identify the 
document when it is archived in the PVO’s in-country library after the final evaluation or 
in the project documentation center after a mid-term evaluation. Only one hard copy of the 
guidance book per evaluation is needed. The team might also eventually want to prepare an 
electronic version to be archived on the program’s hard drive and distributed to the external 
team.


7 If field conditions are isolated and require overnight village stays under rigorous field 
conditions, it is useful to underscore this in the SOW so prospective evaluators can plan for 
this situation.
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In the interest of efficiency, the evaluation manager usually prepares the first 
draft of the evaluation SOW and work plan. This draft is then reviewed by 
entire project team and partners. The final revision will not occur until Step 
4, as it requires input from the external evaluation team leader. The roles and 
responsibility matrix (annex II) can help projects identify the key people who 
will be responsible for the major pre-evaluation activities. 


Although donor guidance to help projects with formulating evaluation SOWs 
is useful, it is not without limitations. Often it provides limited guidance on 
issues such as partner capacity building and project management, identifying 
who will provide critical documents to the team and when, and in defining 
the role of national partners in data collection, analysis, and pre-evaluation 
preparation.


Program-specific SOW Guidance 


Given the demonstrated importance of SOWs, many donor-funded programs 
have developed program-specific SOW guidance (see Bonnard [2002] for 
Title II food security).8 For more generic types of evaluations, it is useful 
to consult one of the standard management guides to evaluation.9 Agency-
specific guidance on SOWs should be classified in the guidance briefing book 
described in Step 2.


Draft Evaluation SOW/Terms of Reference and Work Plan


Once the evaluation manager has the donor guidance and M&E Plan, 
detailed in Step 2, above, s/he should be able to write a draft SOW. The SOW 
should clearly identify the individuals responsible for providing the project 
documents and information described in Steps 5 and 6, and the timeline for 
completion of these documents and information.


A critical decision to be made at this stage is whether the PVO should identify 
someone from outside the organization to lead the evaluation or whether it 
should use an internal staff who is not funded by the project or by another 
program. Internal evaluators are associated with the PVO executing the 
project. External evaluators are individuals or organizations not associated 
with the PVO or the project. 


8 Although there is no equivalent of the Bonnard publication on either the Child Survival 
or the CORE Web sites, the Child Survival Web site includes detailed information on survey 
design and evaluation (see annex I).


9 See, for example, Gosling and Edwards (2003, pp. 48–49, 51-53); UNICEF (2000, pp. 
23–25, box IV-2: Suggested Contents of the Terms of Reference; and Patton (1997).


Pre-Evaluation Steps


Tools & resources


GanTT Chart for  
Pre-Evaluation Planning
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Pre-Evaluation Steps


If the decision is made to use an external consultant, another decision has to 
be made about whether that person should be hired from within the region 
or the country or from the donor country. Many factors need to be considered 
including: 


(a) Donor expectations 
(b) The project team’s experience  
(c) The kind of expertise available within the region and in the country. 


Experience shows that there are definite pros and cons to both internal and 
external evaluators and that a well balanced combination of both internal 
and external consultants is usually ideal (see box 1).10 Whether the evaluation 
team is internal or external, the project team still needs to conduct the pre-
evaluation planning or add that to the evaluation team leader’s defined 
responsibilities.


10 See also Mercy Corps (2004, pp. 42–45).
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Pre-Evaluation Steps


Box 1. Advantages and Disadvantages of Using Insiders Versus Outsiders in Planning, Monitoring, 
Review, or Evaluation


Insiders Outsiders
Who Staff, managers, and partners ▪


Individuals and groups (e.g., mothers)  ▪
affected by the work
Non-beneficiaries ▪


Agency staff from an affiliated with  ▪
another program
External consultants with expertise in  ▪
a technical field, or in understanding a 
country or region


Advantages Know the organization ▪
Know the program ▪
Understand organizational behavior  ▪
and attitudes
Known to staff ▪
Less threatening  ▪
Greater chance of adopting  ▪
recommendations
Less expensive ▪
Build internal planning and M&E  ▪
capability
Contribute to program capacity  ▪
building
Familiar with context ▪
Know constraints ▪
Trained and experienced in conducting  ▪
evaluations


Objective ▪
No organizational bias ▪
Fresh perspectives ▪
Broad experience ▪
More easily hired for longer periods of  ▪
time
Can serve as an outside expert ▪
Not part of power structure ▪
Can bring in additional resources ▪
Trained in evaluation ▪
Experienced in other evaluations ▪
Brings status to the evaluation ▪


Disadvantages Objectivity may be questioned ▪
Organizational structure may  ▪
constrain participation
Known to staff ▪
Personal agenda may be questioned ▪
May not accept the assumptions of the  ▪
organization
Acceptability by outsiders (credibility)  ▪
Donors may require an external  ▪
evaluator
May have difficulty avoiding bias ▪
Not dedicated solely to the evaluation  ▪
task (other duties and responsibilities 
impinge)


May not know the organizations ▪
May not know of constraints affecting  ▪
recommendations
May be perceived as an adversary ▪
Could be expensive ▪
May need time-consuming contract  ▪
negotiations
Follow up on recommendations not  ▪
always there
Operating in an unfamiliar environment ▪
May leave the program ▪
May miss out on important insights ▪


When is it useful? Any rights-based program where  ▪
rights holders have right to participate
Social development programs ▪
Where an aim is to enable groups to  ▪
develop organizational capacity
Where active participation of different  ▪
groups is essential for success of the 
work
Where there is an opportunity to do so ▪


To gain a particular type of expertise  ▪
when needed
To take a more objective view from  ▪
someone who does not have vested 
interest in the program or organization
To gain a wider view of the project or  ▪
program
To give a donor requested specific  ▪
information about the program


Source: Gosling and Edwards (2003, p. 23), modified by the authors to reflect internal PVO capacities.
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Team leaders must also 


have the demonstrated 


ability to manage and 


synthesize the input and 


participation of the core 


evaluation team as well 


as various government, 


PVO partner, and donor 


teams in the evaluation.


Pre-Evaluation Steps


SOW and Work Plan Review with the Evaluation’s  
Major Actors 


Once the draft SOW and evaluation work plan have been completed, the 
evaluation manager needs to facilitate review of these documents by the full 
project team and major partners (e.g., national PVO partners, government, 
and donor representatives). For informed participation, the meeting should 
start with a review of the donor’s basic guidance, regulations, and norms. A 
review of basic terms and concepts is also useful.11 Some manuals recommend 
using an “evaluation stakeholder analysis” (see annex XI) to help orient the 
workshop discussions of information needs and the specific questions that 
they need to anticipate in the SOW. At this juncture, it is always important to 
review the differences between a mid-term and a final evaluation as well as 
basic concepts and terms such as impact and monitoring indicators. Such a 
review can also “minimize any anxieties about being ‘judged’ by an outsider” 
(Gosling and Edwards 2003, p. 21). 


Step 3 results: 


A draft SOW for the entire evaluation and an evaluation work plan are 99


produced that includes critical dates for producing and distributing the 


major pre-evaluation outputs (see annex II, GANTT chart). 


Step 4: Identify the Evaluation Team and 
Finalize the Scope of Work 


Good team leaders have demonstrated experience evaluating this type 
of project or experience with a similar type of project outside their own 
organization. This background is important to ensure that the evaluation 
meets donor expectations.


Team leaders must also have the demonstrated ability to manage and 
synthesize the input and participation of the core evaluation team as well as 
various government, PVO partner, and donor teams in the evaluation. Each 
of these individuals or groups has a different mission goal or agenda. The 
team leader’s job is to structure the participation of these different individuals 
so that each core team member can satisfy some of their personal goals for 
participation while still working toward the common goal of a constructive 
evaluation. Good communication skills—both verbal and written—are 
essential. 


11 Other important concepts include the difference between process/monitoring and impact 
indicators (Mercy Corps 2004, pp. 19–22, 45).
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Pre-Evaluation Steps


The task of identifying the specific qualifications needed in the team leader 
and core evaluation team members is normally carried out during Step 3 
as part of the development of the SOW. The PVO’s HQ and regional M&E 
specialists and senior in-country management should cooperate to choose the 
team leader. The evaluation checklists and evaluation stakeholder analysis are 
useful tools for orienting this preparation process (see annexes XI, and XII).


Identify a Pool of Suitable Candidates


The process of identifying—and hiring, when the candidates are from outside 
the organization—the team leader starts with networking to identify a pool of 
appropriate candidates for the team leader and technical specialist positions. 
The best information sources are usually HQ and regional offices and other 
PVOs that execute similar projects in the same country.


Once candidates are identified, they should be sent the draft SOW and asked 
to submit a resume. Ask for a writing sample as well. If they do not provide 
a trusted source for a referral or reference, always verify their role on an 
assignment if they were not the lead author/team leader.


Interview and Select the Evaluation Team Leader


Many evaluation guides offer practical tips for interviewing candidates for 
the team leader position12 and for managing consultants.13 Interviewing is 
usually done by the HQ or regional office for international external candidates 
and by the national PVO office for national candidates. If the candidates are 
not familiar with the type of project to be evaluated, they must be willing to 
learn what they need to perform the task. A good team leader will be results-
oriented and focused on management objectives and how the evaluation 
results will be used. 


Too much emphasis on methodology—in particular quantitative 
methodologies—may mean that the candidate would be better suited 
to design and execute an evaluation survey. Also, note the candidate’s 
travel schedule and make sure s/he will have enough time to complete the 
assignment, especially writing the draft evaluation report in-country for 
review prior to the his/her departure. Asking questions is a sign of interest 
and dedication to understanding the project’s needs and donor requirements.


12 Many project evaluations include only one external evaluator who is usually the 
evaluation team leader. Although a large evaluation may include several external and 
internal consultants, the team leader’s position is the most critical since s/he is responsible 
for writing the final report.


13 See Gosling and Edwards (2003, pp. 262–73).


Tools & resources


Evaluation Stakeholder  
analysis


Checklist of Evaluation  
Materials


Sample Evaluation Checklist  
for Pre-Planning
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Pre-Evaluation Steps


Finalize the Evaluation SOW


Once the final candidate for the evaluation team leader position has been 
selected, the evaluation manager should work with the newly hired/
seconded team leader to review and revise the draft SOW that was prepared 
in Step 3. Circulate the revised SOW to any HQ, regional, or national donor 
representatives who will be interviewed and/or who will review the final 
product, before the SOW is finalized. Be careful, however, before adding 
new questions or topics to the official SOW that may add unnecessarily 
complications. Never forget that donor staff may not be familiar with the 
original versus revised donor guidance, so it is always wise to attach the 
donor guidance to the SOW.


Finalize the SOW for Evaluation Team Members and Hire/
Second Other Team Members


Most evaluations use the main evaluation SOW as the basis for contracting 
the external evaluators or budgeting the time of any internal staff. Some 
team leaders like to develop short, one-page job outlines (e.g., an individual’s 
SOW) for each internal and external position on the team, including any 
government or donor officials that participate. This is done to ensure that 
each person is clear about his/her role and the format and deadlines of any 
written deliverables to be produced. For internal staff, this provides a formal 
mechanism for ensuring that senior managers shift their responsibilities so 
that they have sufficient time to complete their evaluation work properly 
—i.e., that their participation on the team is not just another add-on to their 
existing duties.


Both the team and the individual SOWs should clearly express the 
requirement that the evaluation team members report to the evaluation team 
leader, not to the evaluation manager or senior in-country management. 
Failure to clarify this chain of command from the start can lead to confusion in 
the field and can affect team synergy.


Step 4 result: 


The internal or external team leader, as described by the evaluation 99


manager in the SOW—with the program team’s input—is hired or seconded14 


(if s/he is internal) and the evaluation SOW is finalized (Gosling and Edwards 


2003, pp. 20-21; Mattesich 2003, pp. 63).


14 Seconded are evaluation team members who are affiliated with the PVO but outside the 
project and are seconded (lent) to the evaluation team.
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If the documentation 


is well organized, the 


evaluation team can start 


work more quickly.


Pre-Evaluation Steps


Step 5: Organize the Project Documentation


one of the best indicators of a project’s management process and efficiency—
two areas that most evaluations consider—is the project’s published reports. 
Participants know this but may not have had time to organize the project 
documents. It is common for the evaluator to arrive and find a box of project 
documents in the evaluation manager’s office or to discover that documents 
have been shipped to the team leader ahead of time. Evaluators only need to 
know that these materials exist. They do not need, nor do they want, to see or 
read every single document.


If there is not a project documentation center with clearly labeled boxes for 
specific categories of documents, the pre-evaluation process is an excellent 
opportunity to create such a center. The technology for a basic documentation 
center is not complicated (e.g., box files), but should not be delegated to a 
secretary. This step requires a professional staff member to categorize the 
information effectively.


If the documentation is well organized, the evaluation team can start work 
more quickly. If it is not organized, the evaluators will waste time determining 
what documents they need, and the project staff will also waste time trying to 
compile these documents


Project Bibliography


There are two steps for building a solid bibliography—under the project 
manager’s supervision:


The project manager should work with the M&E specialist to develop 1. 
a list of core project documents by document category (see box 2).15 


The project manager should ask all technical supervisors to provide a 2. 
list of their technical reports, training manuals, and any other reports 
from major partners. 


To streamline the documentation process, provide each person who is 
responsible for a section of the bibliography with a standard bibliography 
format—author, title, publication year and place, and publisher (see annex III) 
and examples of actual bibliographic references using this format before they 
begin working on the bibliography. Emphasize that following this format, 
even if it seems to provide obvious information, will save time.


15 Sample categories include: Project Proposal; Letters of Transfer and any Amendments; 
Annual, Quarterly, and Monthly Project Reports (on the whole project); M&E Documents 
(Plans, Training Manuals, and so on); Mid-term Surveys and Evaluation Reports; Final 
Surveys and Evaluation Reports; NGO and Donor Supervision Reports; Other Relevant 
Project Documents; Relevant Partner Reports/Documents.
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One person on the team should be given the task of developing a bibliography 
that is divided by category (i.e., not simply alphabetized) and ensure that 
everyone follows the standard bibliographic format. 


Develop a Core Documentation Briefing Book


The evaluation management team should produce a core documentation 
briefing book for each evaluation team member. The briefing book should 
include only the most important documents that the entire team needs 
to consider (e.g., the approved proposal, any official amendments to the 
proposal, annual reports, any relevant surveys or previous evaluation reports) 
(see box 2, below). One section should include a dated version of the project 
bibliography. Another section should be labeled “logistics and team SOW” 
and include a list of key telephone numbers, e-mail addresses, and office 
addresses as well as the final SOW.


Step 5 results: 


A core documentation briefing book is produced that includes a 99


comprehensive project bibliography. 


An organized system for project documentation or explanation of an 99


existing project documentation center is developed.


Pre-Evaluation Steps


Tools & resources


Bibliography Style Sheet
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Talk with the prospective 


evaluator about what 


types of summary 


information they  


need and present it  


in a project activity 


briefing book.


Pre-Evaluation Steps


Step 6: Organize Project Information


Most projects have annual figures on key tasks such as training and outreach 
as well as multiple reports that describe different aspects of the project’s 
administration, financial systems, and key partnerships. An ambitious 
evaluator may try to bring this information together into simple summary 
tables that describe the evolution of the project’s organization and activities 
over time. However, it is not realistic to expect the evaluator to do this for 
each major subcomponent for several reasons. First, they do not have the time. 
Second, staff may not be available to assist the process during the time when 
the consultant is available. 


A project activity briefing book: A better strategy is to talk with the 
prospective evaluator about what types of summary information they need 
and to present it in a project activity briefing book.16 A project activity briefing 
book should include separate sections on the following (see box 2, below): 


Project administrative history and organization ▪


Financial systems ▪


Project M&E systems and indicator updates ▪


The project’s technical components ▪


Community/activity matrices ▪


Maps ▪


A table of contents identified by date completed. ▪


16 Africare developed this model over a five-year period based on its experience with 
the mid-term evaluations of its Title II food security programs in Chad, Mali, Niger, and 
Uganda, and final evaluations in Burkina Faso, Niger, and Uganda.
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Pre-Evaluation Steps


Box 2. Pre-evaluation Documentation for the Final Evaluation of the CRS/Malawi USAID  
Title II-funded Development Assistance Program, 2004


Project Bibliography and Documentation System  
(in numbered boxes and folders)


Preplanning Exercises 1. 
1.1. Vulnerability Mapping of Zones 
1.2. Commissioned Technical Background Papers
CADECOM(Catholic Development Commission in Malawi) Strategic Planning Exercises and Capacity Assessments 2. 
and Existing/Ongoing projects that the Development Assistance Proposal (DAP) followed and Memoranda of 
Understanding
RRA/PRA—Pre-planning Studies3. 
Regional and headquarters, and USAID Supervision/Trip Reports4. 
DAP, Review and Inception Exercises, and Transfer Authorizations (TAs)5. 
Baseline Surveys 6. 
Monitoring and Evaluation Documents including Training Manuals7. 
Mid-term and Final Evaluations including Final Evaluation Survey8. 
CRS/CADECOM Joint Training Exercises for DAP Support Unit and CADECOM Staff9. 
CADECOM/CRS Partnership Collaboration Documents10. 
Terms of Reference for and Minutes of the DAP Advisory Board Meetings11. 
Key Technical Partners (Memoranda of Understanding, special reports on partnership [not documented in proceedings 12. 
of partnership meetings in section 14 or 10])
USAID Strategy Papers for Malawi13. 
Minutes of Quarterly Review Meetings with Major Partners14. 
M&E Reports and Training Materials for the Project and the Country Programme15. 
M&E Guidance (USAID Title II)16. 
General Documents on CRS Activities in the Country17. 
Quarterly Reports18. 
Special Technical Reports (including surveys), Planning Documents, Surveys: Agriculture19. 
Special Technical Reports (including surveys), Planning Documents, Surveys: M&E 20. 
Special Technical Reports (including surveys), Planning Documents: Safety Net 21. 
Special Technical Reports (including surveys), Planning Documents: Health22. 


Core Documentation Briefing Book


Table of Contents1. 
DAP Approved Proposal2. 
Baseline Survey Report3. 
Annual Reports to USAID (Revised M&E plan was attached to the first Report)4. 
Mid-term Evaluation Final Report5. 
Mid-term Evaluation Recommendations Summary (separate from report)6. 
Final Survey Report7. 
Project Bibliography8. 
Scope of Work for the Evaluation9. 







 Preparing for an Evaluation  •  18


Document the Project’s Administrative History and 
Organization


A project chronology is a useful tool to help project planners understand and 
explain the major factors that affected the project’s evolution. It is especially 
useful if the management staffing has changed or if there have been major 
changes in the project organization (see annex IV).


Staffing patterns and turnover need to be noted. Evaluators need to know 
when staff were hired for key positions and when they left. This can either be 
combined with the project chronology or presented in a separate table (see 
annex IV). 


A summary of funding data on training events is needed. Most development 
projects spend a high percentage of their funds on training staff and 
beneficiaries. The evaluators need summary data on this funding, from the 
project beginning to the most recent expenses. Care must be taken to describe 
the training for the different levels of major actors. Major actors include the 
PVO that is coordinating the project and the PVO national partners, which 
tend to conduct most American Red Cross and CRS-funded programs, and 
government partners at different levels (see annex V). Staff who are trained 
include: high-level administrators and senior non-project staff that oversee 
the projects but do not bear direct responsibility for execution; managers 
and supervisors with direct responsibility for key activities; and extension 
staff and beneficiaries. Even the beneficiary categories can be divided into 
traditional and group leaders and by gender and age, if these categories 
are relevant to the project. Additional information that can be helpful in 
describing how participants are trained, such as training manuals and pre- or 
post-tests, should also be organized. Keep a list noting where this information 
is located in the project files or documentation center.


Document partner coordination and executive board meetings. Many 
projects pride themselves on their strong collaboration with national 
partners. However, these projects must document how they have managed 
this collaboration, what types of collaboration are taking place, and what, 
if any, impact this collaboration has had on the partner’s internal capacity. 
The project documentation center should include boxes or files that contain 
the hard copy of all meeting announcements or proceedings of partnership 
coordination and executive board meetings. Summary tables for meetings that 
present the dates, agenda, and attendees from different partners are also very 
useful (see annex VI).


Document institutional capacity building. If one of the project’s goals is to 
build the institutional capacity of one or more national partners (as is often the 
case with American Red Cross and CRS projects), the team members need to 


Pre-Evaluation Steps


Tools & resources


Project Management and 
administration


institutional impact


Sample Table: Project- 
Sponsored Training
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Pre-Evaluation Steps


determine how they can document whether this type of capacity-building has 
taken place. A good rule of thumb is to consider the following questions:


What type of information is needed to answer this question?  ▪


How this information can be presented in a report?  ▪


Which institution has this information?  ▪


If a national affiliate has this information, this agency needs to be brought 
on board in the SOW planning process, so that its role in pre-evaluation data 
collection and analysis can be clearly described in the SOW. 


Assess the financial systems and accounting procedures. Even though an 
evaluation is not an audit, an evaluation is often asked to: 


Assess the efficiency of a project’s administrative and financial  ▪
systems


Compare actual expenditure patterns with those in the project  ▪
proposal


Analyze the program’s cost effectiveness. ▪ 17 


This type of assessment is very different from a financial audit or an audit of 
the commodity management system, which is covered by internal audits and 
special USAID administrative supervision reports. 


Teams should prepare the following items as part of the pre-evaluation 
process: 


A one-page description of the project’s financial systems and how they  ▪
operate


A table listing all internal or external audits by date ▪


A table comparing the actual expenditures with those identified in the  ▪
proposal or any approved project amendment


A table that compares the different expenditure levels —for example,  ▪
how much was devoted to administrative support in the central 
coordinating unit, how much to administration in the decentralized 
project execution units, and how much to field training and execution


A separate budget analysis for each collaborating partner, if any key  ▪
activities are executed through national partners. 


17 See also Gosling and Edwards (2003) for useful tips on how to incorporate consideration 
of cost-effectiveness into project assessments.







 Preparing for an Evaluation  •  20


Pre-Evaluation Steps


Collect Updates of the M&E Indicators and Methodologies


Most large-scale projects use standard indicators to monitor their progress. 
Typically, they also include annual or mid-term and final (or life of activity) 
targets for each indicator. For this reason, the most critical outputs of any 
pre-evaluation exercise are the updates of the official indicators, along with 
information on how they are calculated.


Indicator update: Many donor-funded projects monitor their progress by 
providing the donor with information on a number of impact and process or 
monitoring indicators. If the project does not have pre-agreed indicators in 
its proposal, the evaluation management team can work with the evaluators 
to develop an appropriate list.18 In this situation, the project implementation 
team needs to develop a provisional list of indicators before the arrival of the 
evaluators. This information should be updated—for the project as a whole 
and for specific sites,19 if relevant—in the donor-requested format at least one 
month before the evaluators arrive to integrate their results into the technical 
activity updates (see the next activity).


Indicator methodology update: During the process of updating the 
indicators, the M&E specialist should prepare a table that describes  
the actual—as opposed to the projected—methodologies for collecting  
and analyzing the data for the main project indicators (see annex VII)  
and provides an explanation for any changes since the original proposal.


Technical Sector or Component Updates


Each technical supervisor should provide a separate list of activities 
(including training activities) and investments that are designed to 
achieve specific intermediary results or targets. This subsection should 
include summary tables that describe the project activities to date for these 
subcomponents. If this information is ready when the evaluation starts, the 
evaluator can concentrate on his/her own interviews and not lose time in 
routine data collection.


18 For guidance on how to do this, see Gosling and Edwards (2003, pp. 222–34) and Roche 
(1999, pp. 43–44) for a discussion on  indicator dilemma; i.e., the importance of “looking 
beyond predetermined indicators” in order to capture expected as well as expected results 
and the broader impact of a project on peoples’ lives.”


19 Most M&E data can be disaggregated by site as well as by national PVO partner. 
Although the donor may not wish this disaggregated data to appear on the official indicator 
performance tracking table or logframe, it is useful to the evaluation. It is especially 
important because it allows the evaluator to determine if there are any major differences 
between sites or between partners.


Tools & resources


Sample Table: indicator 
Calculation update
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Pre-Evaluation Steps


Village/Community/Activity Matrices


Many communities receive more than one project intervention. An evaluation, 
therefore, needs some basis for determining exactly how many communities 
(or sub-communities) have been affected and in what way. This same 
information provides the basis for an evaluator’s choice of which sites to visit. 
A useful tool for categorizing interventions is a village matrix, which indicates 
which villages (vertical axis) received which activities (horizontal axis) (see 
annex VIII). A simple X can be used to note which communities benefited 
from which intervention. The same matrix can be used to note:


The year a particular category of intervention started in that village  ▪
(year must be noted by activity for each community), or


The field agents’ perceptions of how successful a particular  ▪
intervention has been (from A to C, with A being highest).20  


Maps


A good map shows the project location in the country; it is an important part 
of any evaluation. A second, more detailed map is needed to show specific 
sites where the project intervenes. In most cases, the site maps that were 
included in the proposal are out of date or no longer relevant by the mid-
term evaluation. All maps—plus any additional background maps that the 
evaluation management wants the team to consider—should be prepared well 
ahead of the evaluator’s visit to avoid costly delays in commissioning new or 
redrawing old maps.


Step 6 results: 


Project information is organized and accessible to the evaluation team.99


20 This system was used to rank activities on the final evaluation of the CRS/Malawi Title 
II Development Assistance Program. The evaluators used this ranking to determine which 
villages they wanted to visit. This additional step of ranking enabled the evaluators to 
visit both successful and less successful interventions. The co-authors are divided about 
the utility of ranking the village matrices since this type of pre-evaluation ranking might 
prejudice the evaluators.


Tools & resources


Sample Model Community/
activity Matrices
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A detailed, clearly 


coordinated logistics 


plan is needed for a 


successful evaluation.


Pre-Evaluation Steps


Step 7: Plan the Evaluation Logistics


armies move on their stomachs and so do evaluation teams. If logistics are 
poorly thought out and funded, even the best evaluation team will not be 
successful. A detailed, clearly coordinated logistics plan is needed for a 
successful evaluation.


Logistics Plan


Critical logistical pre-planning includes the following: 


Negotiate preliminary site visit dates and objectives with local NGO,  ▪
government, and village-level leaders, with the time and dates 
finalized within two weeks before the evaluation team arrives at each 
project site 21


Identify dates when the evaluators will notify district-level officials of  ▪
the timeline for visits to specific villages


Develop a one-page announcement of the visit that includes both the  ▪
anticipated dates the team will be at specific locations and the names 
of the evaluation team members (in the local language) that is signed 
by a representative of the project’s host ministry


Organize food, transportation, office space, computing and printing  ▪
facilities, and lodging for the team. 


Identify an Evaluation Logistician 


The evaluation manager, with backing from country-level senior 
management, should designate a person as the evaluation logistician. If the 
data collection and analysis are up-to-date, the logistician might be able 
to combine this function with another technical or M&E function on the 
evaluation management team. However, this dual role is difficult if the person 
is expected to participate actively in field interviews, analysis, and updating 
indicators.


Step 7 results: 


A detailed, well coordinated, logistics plan is in place and an evaluation 99


logistician is on board.


21 For additional guidance on organizing project visits, see Gosling and Edwards  
(2003, pp. 274–80).
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If a great deal of staff 


turnover has taken place 


or if project files are 


extremely incomplete for 


any reason, the amount 


of time needed to 


complete these tasks  


will increase.


Scheduling Demands and Options


The GanTT chart described in annex II, shows the approximate sequence of 
tasks for all staff involved with a pre-evaluation. The associated timeline is 
an approximation. The actual time requirements to complete those tasks will 
vary based on whether or not an intensive or extensive pre-evaluation will 
take place.


Person Days Needed to Produce  
the Pre-Evaluation Outputs 


Estimates of the time needed for pre-evaluation tasks vary from project to 
project. Moreover, the person days can be spread out over a long period of 
time leading up to the evaluation. In our experience, the estimated person 
days (rounded off to the nearest half-day) for pre-evaluation planning of a 
typical Title II program is as follows (see annex II):


15 person days for the internal evaluation manager (EM ▪ 22)23


19 person days for the project manager and senior project technical  ▪
staff (including the M&E specialist), estimated here at 6 people 
working approximately 3.25 days each to update the indicators, 
documentation, and activities for the technical and administrative 
activities that they oversee


4 person days for the country level senior management (Mgt)  ▪
responsible for the project/program being evaluated (country 
representative and heading of programming)


4 person days for the regional and headquarters M&E and technical  ▪
advisors (HQReg).


These estimates assume that the project M&E system works and that most 
project documents exist and are catalogued at the project site or coordination 
office. If a great deal of staff turnover has taken place or if project files are 
extremely incomplete for any reason, the amount of time needed to complete 
these tasks will increase. If the staff can dedicate time to this organization and 
planning in the course of routine work, the time can also correspondingly 
decrease. Make no mistake, however, this is a serious investment of staff time, 
but one that has multiple uses for project management beyond the evaluation 
itself (see table 2).


22 These abbreviations cross reference to the GANTT chart (see annex II).


23 Time budgeted is for one evaluation manager. Some functions can be delegated to other 
evaluation team members, should the project opt for a core three-person team.
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Once management 


does its homework, an 


evaluation manager with 


long-term experience 


on the project being 


evaluated can facilitate 


most of the other steps  


in one week.


Scheduling Demands and Options


Once the evaluation team leader is identified and hired (Step 4), s/he should 
be involved in pre-planning. The involvement level can be increased or 
decreased depending on the presence/absence of internal leadership for the 
pre-evaluation process in-country. This involvement—and the team leader’s 
role in routine pre-evaluation organization—should be carefully spelled out in 
the SOW before final contracting takes place. 


Scheduling Person Days: Intensive versus 
Extensive Pre-Evaluation


Option One: An intensive pre-planning week that the evaluation manager 
facilitates. Once management does its homework (Steps 1 and 2), an 
evaluation manager with long-term experience on the project being evaluated 
can facilitate most of the other steps in one week. 


Option Two: An intensive pre-planning training exercise that the evaluation 
team leader or a member of the PVO’s regional or headquarters staff 
facilitates. If the team is inexperienced or the evaluation manager is new to the 
project, the evaluation manager might request that:


The team leader help backstop Steps 5 and 6 of the pre-planning  ▪
process as part of his/her activities as team leader, or


A qualified person with extensive experience in evaluation or that  ▪
particular category of programming facilitates all 7 stages.


Option Two works well if it is used to build the capacity of the country-level 
project evaluation manager/senior management to conduct this and future 
evaluations. Option Two is less effective when the project evaluation manager 
is bypassed and merely brought in to execute a SOW that neither s/he nor the 
team fully understands nor owns.


Option Three: Two intensive pre-planning periods. A third option is to 
separate the preparation of Steps 1-4 from Steps 5-7 to jump start the hiring 
process or coordination with multiple partners or execution units. Option 
Three is usually the best model if a project is being executed through multiple 
partners since the different partners must: (a) first understand the process and 
develop a core pre-evaluation process; then (b) create their own debriefing 
book for specific sites. If the partners/national affiliates are unfamiliar with 
the process, it is critical that someone from the main executing PVO (or the 
project coordination unit for a consortium) be tasked with facilitating and 
harmonizing the affiliates’ preparation, as well as the preparation of the 
project coordinating unit. 
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If the “pay later option” 


is chosen, the PVO will 


pay much more in terms 


of staff time and for the 


consultants to supervise 


these efforts.


Scheduling Demands and Options


One of the most common problems is that the project coordination unit 
invests heavily in Steps 1-4, but fails to help the affiliates organize Steps 5 
and 6. Since most of the relevant information on activities and impacts is at 
the affiliate level, this often results in a situation where the coordination unit 
is well organized, but little or nothing is known about project site-specific 
activities except for what is reported through official indicators.


Option Four: Mainstream pre-evaluation planning. A fourth option is to 
organize a concentrated pre-planning process for Steps 1-4 and to let project 
staff incorporate Steps 5-7 as part of their normal activity. Although this 
sounds good in practice, if it is not done well in advance of the evaluation 
team’s arrival, it can throw the project staff into disarray two to three days 
before the evaluators arrive.


Why Can’t Pre-Evaluation Planning Be Part  
of the Evaluation?


The pre-evaluation planning can be part of the evaluation. However, when 
these two processes are combined, the final evaluation slows down, unless the 
process of producing the pre-evaluation outputs is built into the evaluation 
work plan. 


In most cases, there are two options, as follows:


Either pay up front in terms of staff time to produce the  1. 
pre-evaluation products, or 


Pay later in terms of staff time to produce the pre-evaluation products 2. 
during the evaluation exercise.


If the “pay later option” is chosen, the PVO will pay much more in terms of 
staff time and for the consultants to supervise these efforts (see table 3). In 
addition, there is the risk of frustrating your partners who have to look for 
information while they are hosting the evaluators.
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Table 3: Common Evaluation Problems and Solutions


Step Common Problem Options for Solving Them


1: Identify, empower, 
and mentor the 
evaluation manager


Project and country PVO team are 
inexperienced in evaluation and/or 
recently hired


Option 1: Identify an in-country evaluation manager 
and use headquarters and regional staff to mentor this 
individual in performance of key pre-evaluation tasks. 
This will pave the way for a smoother evaluation the next 
time around.


Option 2: Take advantage of the evaluation team leader’s 
knowledge to mentor the evaluation manager via email 
and telephone before the team arrives.


Option 3 (if delayed until team arrives): The team leader 
must train the evaluation management team on-site, which 
typically delays the mission. The associated delays may 
cause some frustration among PVO partners and staff.


Team is late in designing final 
survey


Option 1: Complete the survey before evaluators arrive 
and allow enough time for preparing other information 
required by steps 1-7 of pre-evaluation process.


Option 2: Consider using extra national consultants and 
technical support from other field programs to speed up 
the data analysis and collection and allow enough time for 
other pre-evaluation functions.


Option 3 (if delayed until team arrives): Efforts to perform 
both tasks simultaneously typically result in a lower 
quality final or mid-term survey that does not adequately 
reflect the project’s performance and insufficient pre-
evaluation organization of steps 5 and 6.


2: Clarify donor 
guidance and 
expectations 


Country representative or 
evaluation manager thinks that s/he 
knows everything about evaluation 
without reviewing guidance and 
develops the evaluation SOW on 
his/her own with little staff input


Option 1: HQ or regional staff should require all projects 
to document the production of a guidance briefing book 
and pre-evaluation plan.


Option 2 (if delayed until team arrives): The project staff 
can overlook key areas in preparing for the evaluation.


The project currently being 
executed bears little resemblance to 
the one in the proposal.


Option 1: Provide clear explanations of why the strategy 
and activities were changed in the SOW (step 3) and 
briefing book (step 6) sections that are most relevant. 
Provide team with written correspondence where donor 
representatives approve/ acknowledge changes.


Option 2 (if delayed until team arrives): The team spends 
the first two weeks trying to document why this occurred, 
which leaves them little time for appreciating the project’s 
achievements under the revised model.


Scheduling Demands and Options
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Step Common Problem Options for Solving Them


3: Prepare the draft 
evaluation SOW and 
work plan


The project coordination unit (and 
field execution staff) does not 
understand the difference between 
a mid-term or final survey and 
the mid-term or final evaluation 
surveys.


Option 1: Staff training in project evaluation and survey 
guidance (as part of step 3) is essential. The work plan for 
the evaluation (see step 3) should be completely separate 
from the work plan for the survey.


Option 2 (if delayed until team arrives): If staff 
understanding isn’t developed, they will tend to focus on 
the survey rather than the other types of pre-evaluation 
planning, especially steps 5 and 6.


Pre-evaluation work plan 
developed but not executed.


Option 1: Clearly define responsibility for specific tasks 
and task one person (the evaluation manager) with 
ensuring that tasks are executed in steps 1 and 3.


Option 2 (if delayed until team arrives): Work plans are 
developed but not executed, which requires the evaluation 
team to waste time during the first week getting the team 
ready.


Option 3 (if delayed until team arrives): Address the delay 
and amend the SOW so the evaluation team leader will 
supervise the pre-evaluation preparation via email and 
arrive one week in advance.


Team skipped steps 1-3 and focused 
on the SOW and hiring.


Option 1: The evaluation manager trains the staff 
retroactively on guidance and pre-evaluation. 


Option 2 (if delayed until team arrives): If the evaluation 
manager does not train the staff in guidance and pre-
evaluation, the evaluation team will have to do so once the 
evaluation starts, a far more expensive and labor-intensive 
process.


Core project staff understands 
the guidance, but the executing 
partners do not understand it.


Option 1: If the project is implemented through NGO 
partners (as CRS and American Red Cross usually are), it 
is critical for the staff in the executing PVOs to understand 
the core guidance and rules. Staff should take time to 
train and familiarize the partners during the process 
of developing and reviewing the SOW (step 3). Proper 
training of national partners during step 3 can help the 
NGO partners produce the materials outlined in steps 5 
and 6 in less than a week. (In the authors’ experience, most 
national affiliates see this type of pre-evaluation training 
as an opportunity to develop skills that they can use to 
develop future projects.)


Option 2 (if delayed until team arrives): Without building 
a common understanding and lexicon, there can be 
negative consequences, such as the following:


Create the attitude that the evaluation is just another task  ▪
being imposed on them by the project coordination unit 
Force data collection from the PVO partners to overlap  ▪
with the evaluators’ field visits to the PVO partner sites 
Create ill feelings toward the program coordination unit  ▪
for not adequately preparing their partners. 


Scheduling Demands and Options
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Scheduling Demands and Options


Step Common Problem Options for Solving Them


4: Identify and hire the 
evaluation leader and 
team and finalize the 
evaluation SOW


Project is having trouble identifying 
a consultant for one of the external 
evaluator positions.


Option 1: Widen the search within the country and inform 
the evaluation team leader about this issue. Consider 
bringing in someone from another country program of the 
same PVO. Do NOT eliminate the position outlined in the 
SOW without telling the team leader. 


Option 2 (if delay until team arrives): One program 
component is neglected. If this is a mid-term evaluation, 
this omission can have very serious long-term 
consequences for the remaining project life.


Neither the country representative 
nor the evaluation manager has 
communicated directly with the 
evaluation team leader.


Option 1: This is usually not a problem that can be 
resolved, but is instead an indicator (i.e., red flag) that the 
senior in-country management has not clearly delineated 
an evaluation manager. A wise HQ or regional advisor 
will monitor whether this communication is occurring. If 
the communication is missing, they should investigate the 
pre-evaluation planning process and determine whether 
the team needs help producing the actual outputs in the 
work plan developed as part of step 3. An elaborate pre-
evaluation work plan is not useful if the staff members are 
unsure about how to implement it.


Two options to address this are to:  
(a) Have the external evaluation team leader arrive one 
week before the other team members to ensure a smooth 
transition and organization review before the full team 
arrives, or  
(b) Outline a formal “distance” pre-evaluation mentoring 
process as part of the team leader’s activities and time 
allocation.


5: Organize the project 
documentation


Documentation is not prepared 
when the team arrives.


Option 1: Project manager takes charge of working 
with technical advisors to develop a classification and 
organizational system that works for the team. This 
activity should never be delegated to a secretary or 
program assistant as it is a core team function. 


Option 2 (if delayed until team arrives): Ask the team 
leader to visit at least one week ahead of the other team 
members to facilitate this and add time for this to the team 
leader’s contract. 


Option 3 (if delayed until team arrives): Immediately add 
one week to each team member’s contract to allow the 
project team time to prepare the necessary documentation 
and activity summaries. 


Bibliographies are only partially 
developed and do not follow a 
standard reference format.


Option 1: Distribute examples of best practice for 
bibliographic references and let the staff correct the 
references themselves before the team arrives. This trains 
the staff in proper referencing, which is a tremendous help 
on annual reports and proposals as well.


Option 2 (if delayed until team arrives): The evaluation 
team will spend approximately three days organizing the 
documentation and compiling the bibliographies.
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Step Common Problem Options for Solving Them


6: Organize the project 
information


Indicators were not updated. Option 1: Updating the indicators should be a top priority 
for the entire team. All technical supervisors (even newly 
hired ones) should be conversant with the methodologies 
being used to collect and analyze the information that is 
used to monitor and evaluate their activities.


Option 2 (if delayed until team arrives): If this is not 
completed when the evaluators arrive, it can add at least 
a week to the in-country exercise and even more to the 
follow-up write-up which usually requires a contract 
amendment to extend each team member’s contract.


Staff is not clear on how indicators 
were calculated in previous years 
due to staff turnover.


Option 1: This is a common problem that can be solved by 
clearly detailing this process for each indicator before the 
evaluation team arrives. This issue usually arises because 
the M&E system is overly centralized in one person, which 
is not a good situation, but can be easily corrected at mid-
term. If this is not resolved at mid-term, it can create major 
problems during the project’s final evaluation.


Option 2 (if delayed until arrives): If this issue is not 
addressed  during pre-evaluation, the final evaluation 
team will spend about a week trying to decipher the way 
the major indicators were calculated.


Prepare the final report Field staff has difficulty 
understanding and reading English.


Critical pre-evaluation documents (step 6) should be 
prepared in the local language to facilitate field input.


Some national team members may be more comfortable 
and produce better chapters if they write them in the local 
language.


The SOW for the individual consultants (see step 4) should 
be clear about the language of the draft report. The team 
leaders, however, should be clear from the start that 
evaluations must be written in the language of the donor. 


Note: For any of the options that require extra consultant time, make sure that there are budget funds available to cover  
the extra costs.


Scheduling Demands and Options
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Annex I  


References and Further Reading


Useful Web sites


Title II Food Security Programs
Food Aid Technical Assistance Project (FANTA)  ▪
Sampling guidelines for Title II baseline, mid-term, and final surveys:  
http://www.fantaproject.org/publications 


FANTA Assessments, Monitoring, and Evaluation site:   ▪
http://www.fantaproject.org/focus/monitoring.shtml 


DCHA (Bureau for Democracy, Conflict and Humanitarian Assistance)/FFP Web site for: ▪


MYAP guidelines:   ▫
http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy06_myap.html 


Non-emergency program reference materials (CSR4 guidelines, Bellmon information; etc.):   ▫
http://www.usaid.gov/our_work/humanitarian_assistance/ffp/nonemergency.html 


The Web site for FAM (Food Aid Management) has a wealth of information about the M&E of Title II  ▪
programs. It has a more easily understandable presentation than the USAID Web site that facilitates 
accessing information.  
http://www.foodaid.org/mne3.htm 


Child Survival
CORE Web site:   ▪
http://www.coregroup.org


For child survival guidance, see: www.childsurvival.com. (See technical support, tools, M&E including  ▪
M&E checklist and KPC 2000 plus modules including Rapid Catch and KPC field guide). Especially 
important are the:


See Gosling and Edwards (2003). ▫


USAID/DCHA/PVC, PVO Child Survival Grants Program. 2002. “Guidelines for a Mid-term  ▫
Evaluation.” August.


USAID/GH/HIDN/NUT. Child Survival and Health Grants Program. 2003. “Guidelines for Final  ▫
Evaluation.” July.


General M&E
http://www.ngoconnect.net/home ▪


http://www.fantaproject.org/publication ▪ s


For translation of key evaluation terms:  ▪
http://www.oecd.org/dataoecd/29/21/2754804.pdf



http://www.fantaproject.org/publications

http://www.fantaproject.org/focus/monitoring.shtml

http://www.usaid.gov/our_work/humanitarian_assistance/ffp/fy06_myap.html

http://www.usaid.gov/our_work/humanitarian_assistance/ffp/nonemergency.html

http://www.foodaid.org/mne3.htm

http://www.coregroup.org

http://www.ngoconnect.net/home

http://www.fantaproject.org/publications

http://www.oecd.org/dataoecd/29/21/2754804.pdf
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Annex II  


GANTT Chart for Pre-Evaluation Planning
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STAKEHOLDER OUTREACH:
Inform partners, and Federation HOD ongoing contact
Visit USAID Mission HOD ongoing contact
Identify CRC counterpart (potentially need to hire this 
individual) HOD


Program Dept. has temporarily assigned Mr. 
Chaksanna; will be traveling with team for 


May share program budget with key partners. HOD
Meet with key stakeholders (CS orientation meeting), 
and jumpstart the DIP process and involvement of HOD


ongoing contact; also expanded following 
baseline for DIP set up


May June
Matrix assumes grant signed o/a 10 February 2005


February MarchJanuary April


and jumpstart the DIP process and involvement of
key stakeholders.


HOD baseline for DIP set-up


Develop draft start-up workplan; share and negotiate 
workplan with local partners. HOD/Mark


May develop Technical Assistance Committee of in-
country experts to provide coordination and 
oversight. (Mission, UNICEF, WHO, MOH, other 
health projects working in same region.)


delegate


Attend MOH IMCI Technical Working Group 
meetings 


HOD,
delegate


Meet with other CS grantees in Cambodia 
HOD ongoing contact, both in working groups and 


individually


GRANT:
Cooperative Agreement Finalized


Contracts Officer signs CA USAID 
(done)


ARC senior management sign CA
Provide 269s to new PVOs USAID


COMPLIANCE/FINANCE/ADMIN:
Develop/sign Country Service agreement with 
Federation Mark, HOD, 


OGC


Will work through country service agreement 
with Federation WHERE DO WE STAND 
WITH THIS?


Pre-identify banking institution to be approved by 
Treasury


done
(existing)


May depend on operational modality, though 
Fed and CRC also use Foreign Trade Bank


Provide list of potential banking institutions with 
requisite forms  to Treasury to open account.


done
(existing)


Gantt Chart Cambodia DIP,      page 1 of 6


Download this document online. 


GANTT Chart for Pre-Evaluation Planning (Excel)
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Annex III  


Bibliography Style Sheet


Source: “Pre-evaluation Documentation Organization for the Final Evaluation of the CRS/Malawi USAID Title II Funded 
Development Assistance Program” 2004, excerpts from bibliography, annex 8; cross-references to box 2.


Pre-planning Exercises


Vulnerability Mapping of Zones


Moriniere, L., S. Chimwaza, and E. Weiss. 1996. “A Quest for Causality: Vulnerability Assessment and Mapping 
(VAM). Malawi Baseline 1996.” USAID/FEWS (United States Agency for International Development/Famine 
Early Warning System)Washington and Associates in Rural Development, for the World Food Program, 
Government of Malawi, and USAID/FEWS, Lilongwe.


 National Economic Council. 1997. Qualitative Impact Monitoring of Poverty Alleviation Policies and Programmes 
in Malawi. Volume 1: Research Findings. Lilongwe: National Economic Council. December. 


Commissioned Technical Background Papers


Mvula, Peter M. 1998. “CRS/Malawi. Health Sector Technical Assessment Final Report.” University of Malawi, 
Centre for Social Research, Zomba. August. 


CADECOM (Catholic Development Commission in Malawi) Strategic Planning 
Exercises and Capacity Assessments and Existing/Ongoing projects that the DAP 
(Development Assistance Proposal) followed and the Memoranda of Understanding


CADECOM (Catholic Development Commission in Malawi), Diocese of Blantyre (CADECOM/Blantyre).  1999. 
“Report on the Evaluation of CADECOM Blantyre Integrated Food Security Program. Pilot Phase. June 
1998-December 1999.” Submitted to CORDAID/Netherlands. CADECOM, Blantyre.


———                   . Diocese of Chikwawa (CADECOM/Chikwawa). 1999. “CADECOM. Needs Assessment Report Final 
Report, Lilongwe.” November.  CADECOM Blantyre.


Stoas Agriprojects Foundation. 1999. “CADECOM Supplementary and Food Security Program. Phase III: June 
1996 to May 1998.” (See file on health/nutrition sub-component which was primary focus of this project). 
Stoas Agriprojects Foundation for CADECOM (Catholic Development Commission in Malawi), Blantyre.


RRA/PRA—Preplanning Studies


CADECOM (Catholic Development Commission in Malawi)/Chikwawa. 1999. “Needs Assessment Report.” 
CADECOM/Chikwawa, Chikwawa.
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Regional and HQ Supervision/Trip Reports


Brockman, Frank. Malawi: June 11-19, 2000.


———                   . Malawi: August 2-10, 2000.


———                   . Malawi: December 13-18, 2000.


———                   . Malawi: June 16-23, 2000.


Development Assistance Proposal (DAP), Review and Inception Exercises


CRS (Catholic Relief Services)/Malawi. 1998. “Development Activity Proposal FY 1999-2003. October 1, 1998.” 
(Original draft with health starting at the same time, revised). CRS/Malawi, Lilongwe.


———                   . 1999. “Development Assistance Proposal FY00-2004. October 13, 1999 draft (resubmitted September 19, 
1999).” CRS/Malawi, Lilongwe.


CRS (Catholic Relief Services) and CADECOM (Catholic Development Commission in Malawi). 1999. 
“Orientation Workshop to DAP Objectives and Activities.” DAP (Development Assistance Proposal) Support 
Unit, Malawi, Blantyre and CRS/Malawi, Lilongwe.


USAID (United States Agency for International Development). 2002. “Transfer Authorization award No.: 
FFP-A-0000000620. USAID/Food for Peace, Washington, DC. March.


Baseline Surveys 


DSU (Development Assistance Proposal Support Unit) M&E Officer. 2000. “Baseline Survey Preliminary Report: 
Agriculture Component.” DSU, Blantyre. 


———                   . 2000. “Participatory Rural Appraisal Report for the DAP Targeted Villages in Mpinda and Tamani 
Extension Planning Area, Phalombe.” DSU, Blantyre.


Millennium Consulting Group. 2000. “Baseline Survey of Orphans, Chikwawa, Phalombe. Vol. 1.” Millennium 
Consulting Group for Catholic Relief Services, Lilongwe. 


 SSU M&E Officer. 2000. “Participatory Rural Appraisal Report for Kalambo Extension Planning Area in the DAP 
Targeted Villages.” DAP (Development Assistance Proposal) Support Unit, Blantyre.
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Annex IV 
Project Management and Administration


Program Management Milestones


Date Management Milestone
September 1997 Award of ConServe MG
September 1997 Acquisition of new FIS
October 1997 Development Audit
November 1997 First strategic planning meting, Kenya
November 1997-September 2000 US-Africa staff exchanges
December 1997 Approval of IT upgrading plan. 


Source: McCorkle and Chadri 2000.


Program Planning and Implementation Milestones


Date Management Milestone
November 1997 Mandate from AWF Board of Trustees for a landscape vision


AWF US (and pre-MG, Africa) SWOT analysis meetings, in preparation for first strategic planning 
meeting
First strategic planning meeting (Nairobi), the “Strategy Development Launch Workshop,” resulting 
in:


revised mission, vision and values statements ▪
tentative definition of a landscape approach, etc. ▪


Source: McCorkle and Chadri 2000.


Original versus Actual Organigram of Project Administration (project specific)


Instructions: Suggest including a model of the original organigram of the project alongside an organigram of the 
project as it actually functions at the time of the pre-evaluation. If no organigram was included in the original 
proposal, one should be developed from the proposal. This simple diagram can provide a simple direct way of 
explaining institutional changes and save time during the evaluation.


List of Key Positions Hired and Rehired by the Project


Position Pre-project position or 
incumbents?


Person Hired or rehired (if 
turnover)


Dates


US Program officer US Msc Environmental 
studies


US Msc Watershed 
management


01/00


Program Technical Director None US Msc Environmental 
Studies (internal promotion)


01/99


Source: McCorkle and Chadri 2000. 
Note: If several people have held the position, note the employment dates for each person in the “Dates” column.
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Institutional Impact


Organizational Checkup


Organizational Measure Score


Board


Board members have a clear understanding of their 1. 
respective roles and responsibilities as providers of 
overall direction.


0 1 2 3 4 5 6


Board is capable of carrying out key roles such as PVO 2. 
policy formulation, fund raising, public relations, 
financial oversight and lobbying.


0 1 2 3 4 5 6


Board understands PVO programs and provides 3. 
appropriate input and redirection.


0 1 2 3 4 5 6


Mission


PVO has clearly articulated mission and goals.4. 0 1 2 3 4 5 6


Strategies are aligned with mission.5. 0 1 2 3 4 5 6


PVO has appropriate geographic coverage to support 6. 
its mission.


0 1 2 3 4 5 6


Management Style and Systems


PVO has an organizational structure with clearly 7. 
defined lines of authority and responsibility.


0 1 2 3 4 5 6


Other Categories of Organizational Impact, Etc.
Source: Adapted from the Organizational Capacity Assessment Tool [OCAT] in the “Final Evaluation of the African Wildlife 
Foundation,” McCorkle and Chadri (2000, pp. 107-08).


Institutional Impact: Major Foundation and Grant Funding before and after the Project24 


Amount Source and Project Dates


$25,000 CSC: Summit Foundation gift for conservation enterprise strategies 1997


$83,000 Heartlands: Delano Foundation gift for AWF’s Amboseli Elephant Research project (AERP) 
and its International Gorilla Conservation Program (IGCP), etc.


1997


Source: McCorkle and Chadri 2000.


24 Relevant table if the project funding increased organizational capacity to attract other funds.
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Institutional Impact: Evolution of CRS and Non-CRS Facilitated Grant Support for the Blantyre 
CADECOM, FY97-Present25


Dates  
(beginning-end)


Blantyre Phalombe Projects /donor Activities Amount 


X CARITAS 
Germany


Relief


X CARITAS 
Netherlands


Pilot-Food Sec-Mwanza


2000-03 X CRS (private 
funding)


Environmental Health 
Program. Chiladzulu 
District 


Source: CADECOM/CRS, Phalombe, July 27, 2004, in McMillan, Brockman, Nordin, and Ndonka (2004).


25 Amounts not relevant to the evaluation are not represented here unless deemed relevant by CADECOM/Phalombe. They were 
useful to the external review team, however, in understanding the CADECOM’s wider portfolio.
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Annex VI 
Sample Table Project-Sponsored Training


Village-Level Training Programs in the ISAN Project Villages of Dogon Doutchi  
and Tanout (HKI/CRS)


Training theme


Dogon Doutchi Tanout


Participants Percent women Trainers Participants Percent women


CVD Organizational Skills 232 65 CRS 427 24


Sustainable agricultural 
production techniques


80 40 Arrondissement 
and district-
level technical 
services


80 50


Tree Nursery Management 18 0 22 36 


Improved cultivation 
techniques


80 40 80 50 


Source: CRS, April 4, 2003 in McMillan, Jaharou, Mohamadou, Mariko, and Chano (2003).
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Annex VII 
Sample Table: Indicator Calculation Update


Strategic 
Objective and 
Performance 
Indicator


Definition of 
Indicator/Unit 
of Measure


Data Source Collection 
Method 


Analysis Method Frequency of 
Data Collection


Impact  
Indicator 1.1.


XXX XXX XXX XXX XXX


Monitoring 
Indicator 1.1.


XXX XXX XXX XXX XXX
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Sample Model Community/Activity Matrices
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2 Koumari x
3 Doga Aboulala
4 Kourouroubé
5 Maïmakaïné
6 Illéla Akoira
7 Balessa
8 Kaïwa Fako
9 Birni Lokoyo


10 Garin Gouala
11 Togone
12 Kalgo
13 Aholé
14 Kouka Bakoye
15 Takouïdawa
16 Takaré
17 Maraké Rogo
18 Korongomé
19 Nakigaza 
20 Baré-Bari
21 Ridjia Samna 
22 Batamabéri 
23 Angoual Saoulo
24 Kouria
25 Fadama
26 Sabongari 
27 Guéchémé 
28 Samia 
29 Toulou Madi
30 Angoual Toudou
31 Zazatou
32 Angoual Magagi
33 Lougou 
34 Bawada Guida
35 Darey Gougui
36 Tougana 
37 Bouzayé 
38 Maikalgo 
39 Tiada
40 Nassarawa


Villages d'intervention
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Download this document online. 


Sample Model Community/Activity Matrices (Excel)
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Annex IX 
Sample Pre-evaluation Logistics Checklist


Evaluation Component GAP Gujarat DMH Work to be 
done prior to 
the evaluation 
team’s arrival


Team composition x
American Red Cross (TBD)
Person x x x x
Person y X (NHQ)
Person x x
DMH team (selected) x
IRCS PARTICIPATION (TBD) x x x
IRCS/Patan x
IRCS HQ x x x
IRCS TN x
IRCS Orissa x
IRCS Gujarat x x
External consultant ? ?
Timing
First two weeks in August x
October (two – three weeks) x
TBD x
Techniques
Develop critical questions x x x x
Project site/activity map x x x x
Document  Review x x x
Document collection (logframe, M&E plan, 
workplans, village activity reports, quarterly 
reports, annual reports, meeting notes, end of 
mission briefings, etc.): should be sorted by time 
produced (earliest to latest)


x x x x


Materials collection (two copies of any training 
materials, publication, flyer, etc.) developed/
adapted during life of project


x x x x


Document/materials bibliography x x x x
Focus groups x x
Develop focus group questionnaire x x
Determine location for focus groups x x x
Get permission from local authorities x x x
Set up focus group schedule x x x
Organize logistics for focus groups x x x
Conduct focus groups x x
Key informant interviews x x x
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Annex IX Sample Pre-evaluation Logistics Checklist


Evaluation Component GAP Gujarat DMH Work to be 
done prior to 
the evaluation 
team’s arrival


Determine list and contact points for key 
informant interviews


x x x x


Develop key informant interview protocol x x x
Set up interview schedule x x x x
Conduct key informant interviews x x x
Site visits x x x
Determine list and contact points for site visits x x x x
Develop site visit direct observation checklist x x x
Set up site visit schedule x x x x
Arrange logistics for site visits x x x x
Conduct site visits x x x
Survey/questionnaire
Random sample survey x
Training follow-up questionnaire x
Develop instrument x x
Implement instrument x x
Analyze results x x
Participatory methods
Community mapping follow-up x
Others? x
Preliminary Steps
Permission to conduct evaluation x x x x
Permission for staff travel x x x x
Travel arrangements (NHQ plane & hotel) x x x x
Develop data collection protocols x x x x
Conduct pre-evaluation visit x x x x
Donor approval x x
Evaluation TOR x x x x
Evaluation Report & Outreach
Draft outline of report x x x x
Determine lead writers for sections x x x
Develop report-writing schedule x x x
Determine report review team x x x
Schedule findings briefing (Delhi) x x x
Schedule findings briefing (field) x x x
Finalize report x x x


Source: Alice Willard, Technical Solutions Unit, NHQ, American Red Cross, Pre-evaluation Planning Mission, designed to 
support close-out evaluations for three projects in India.
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Annex X 
Checklist of Evaluation Materials and Information  
for Evaluations26 


This checklist itemizes documents, data, and other kinds of information that international private voluntary 
organizations (PVOs) that are recipients of USAID grants would be well-advised to collect or compile in 
preparation for their midterm or final evaluations.  Of course, each PVO will want to choose among the items 
listed, selecting those that are relevant to the activities, outputs, intermediate results (IRs), and strategic objectives 
(SOs) as set forth in their particular grant.  Relevance is defined as being directly or indirectly supported by grant 
funding, and documented as reasonably attributable to such funding.  


Not all PVOs will need to have all the following information available.  It will depend on program/project 
objectives and specific capacity-building and other activities as funded under or leveraged by the grant.  On the 
other hand, this list is by no means comprehensive.  Each PVO will think of other items that ought to be included 
here, especially when it comes to program activities and aims that are not widely shared by other PVOs.


Nevertheless, the items on the checklist have generally proven very useful—not only for those conducting an 
evaluation, but also for those being evaluated and for ongoing PVO management generally as well as strategic 
planning for the future. Grantees have reported finding this checklist helpful for:


new ways to present PVO activities and achievements; ▪


subsequent evaluations; ▪


the PVO’s next annual report; ▪


items to include in reports to other donors or to PVO publics, and to display in PVO brochures, Web sites,  ▪
and so forth;


standardization of definitions and procedures across far-flung PVO units; ▪


construction of useful new institutional databases; ▪


finer-grained and/or internal-comparative analyses of PVO staffing, programming, and finance; ▪


consciousness-raising among managers, staff, and partners about the need, value, and means of M&E and  ▪
the importance of qualitative as well as quantitative M&E data.  


The checklist is offered in this multi-purpose spirit, in hopes that grantees may find it more broadly useful. At the 
same time, it may be helpful to evaluators as a “tickler” in thinking about the kinds of information they will need 
to examine. Checklist items are roughly grouped in categories corresponding to the point in the evaluation or the 
type of information for which they might prove most useful.


26 This tool was originally elaborated by Dr. Constance M. McCorkle, under contract to USAID’s Office of Private Voluntary 
Cooperation, Bureau of Humanitarian Response. It has been re-organized, edited, and updated by Dr. McCorkle for inclusion in the 
present M&E module. As of August 15, 2005, this revised checklist was copyrighted by CMC Consulting, Falls Church, Virginia.







 Preparing for an Evaluation  •  45


Annex X Checklist of Evaluation Materials and Information for Evaluation


I. Startup Information


The following items should be made available to the evaluators as early as possible, even before any preliminary 
meetings with the PVO. The evaluators can then become familiar with the PVO overall; appreciate the general 
outlines of the grant in relation to same; and save everyone time needlessly spent in meetings to describe basic 
background information that is readily available in grant documents.


The PVO
A master list of acronyms commonly used by the PVO in relation to itself and the grant. �
Annual reports for each of year of grant funding, and the equivalent number of years before that, for the PVO  �
as a whole and the PVO country programs or chapters supported by the grant.


Public awareness, fundraising, brochures, flyers, and Web sites distributed by the PVO, as per the same  �
parameters for annual reports above.


Any strategic or action plans by the PVO, its grantee countries/chapters, or its partners that are relevant to the  �
thrusts of the grant.


The Grant
The PVO’s original grant proposal. �
Results Framework for the grant – ideally as linked to the PVO’s overall strategy, as well as to the relevant  �
USAID units’ Results Frameworks. (Normally, this is already included in the proposal.)


The detailed implementation plan (DIP) submitted by the PVO upon grant award. �
The corresponding budget. �
Documentation showing USAID approval of any major modifications to SOs and their targets, the DIP, or  �
budget. 


Simple chronograms summarizing major milestone events and changes in management, programming,  �
targets, assumptions, implementation approach, etc. in grant operations to date. 


All required, regular grant reports to USAID. �
Any other reports that may be relevant to grant operations and achievements (internal or external studies and  �
reviews, reports to other donors, etc.). Note: In the case of a final evaluation, it is imperative to provide the 
midterm evaluation of the grant to read the assessment of action on midterm recommendations.
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II. General Program Information


As the evaluation proceeds, more specific information will be needed about the particular activities, outputs, IRs, 
and SOs of the grant.  As a rough rule of thumb, these typically entail the following.  


Creating and strengthening relationships between the PVO and its stipulated grant partners, such as  ▪
national government agencies; regional, national, or local NGOs; private enterprises; and other entities 
such as universities, research centers, and networks; 


Building PVO and partner capacities via technical assistance and training;   ▪


Producing and disseminating tools, publications, training materials, etc. for use in said capacity-building  ▪
and in developmental relief by the PVO, its partners, communities, and other developmental-relief 
agencies at large.


By and large, the following items reflect data the PVO should already have on hand as a result of initial proposal 
preparation and ongoing monitoring of grant implementation. Unless otherwise specifically contracted, it is not 
the evaluators’ job to collect and organize these data. Thus, for this and all remaining sections of the checklist, if 
the PVO has not already established baselines and then monitored for the kinds of “before and after” changes 
promised in the proposal, it had better do so ex post, before the formal evaluation begins.27  


Partners
List of PVO partners supported by or collaborating in the grant �
List of representatives of PVO partners and their contact information �
Brochure or other brief sketch about each partner, its thrusts, and general contact information – or a table  �
summarizing such for all partner organizations  


Copies of any written agreements and budgets drawn up with partners �
Tables of specific technical or and other kinds of assistance (e.g., financial, material, travel) lent to partners by  �
the PVO (excluding training, below)


List of tangible products resulting from all such assistance to partners �
List or table of partner contributions to grant-related activities �
Any available data on how membership size or composition, revenues, range or numbers of activities, staff  �
skills, organizational management and visibility, governance, legal standing, etc., of partner organizations 
have increased or improved as a result of grant-funded activities (excluding training, below)


Written summaries, reports, or minutes of meetings, focus groups, etc., previously held by any entity to  �
gather partners’ impressions of PVO service delivery, quality, performance, and need-responsiveness.


27 This can be done simply by organizing the same number of previous years’ information to compare with those of the grant period 
under evaluation. Whenever such data are available on a year-by-year basis, it is best to present them thus to the evaluators, who 
can then analyze them for trends across time. If no such comparative data are available, then reconstructive/recall techniques may be 
used.
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Professional Development, Training, and Learning Events


In the items below, be sure to include workshops, seminars, and conferences as hosted or sponsored by the PVO 
or its partners using grant funds.  These events constitute another type of training/learning event, as does also 
on-the-job training or mentoring.


List of types of grant-funded training given to PVO staff (i.e., professional development), partner staff,  �
volunteers and community members, etc. plus number, locale, duration, etc., of training events and their 
certificate or degree status.


Charts of all such trainees by all variables the PVO and evaluators deem pertinent, e.g.:  institutional  �
affiliation and position title, nationality, gender (required), age, degree level, number of others supervised or 
to be trained in turn by trainees, etc.


Table of scholarships to trainees, according to the same variables. �
A generous sampling of course/workshop/etc. training-related announcements, schedules, syllabi, readings,  �
back-at-work action plans, course evaluations, etc.  These should be organized in packets by training event or 
type.


Data on training outcomes (e.g., pre/post tests) and impacts. �


Publications, Manuals, Guides, Toolkits, Web sites, and Similar Items


This whole category refers to materials supported directly or indirectly under the grant and intended for 
immediate use by the PVO and its partners, but also for sharing with other developmental relief agencies too.


List of publications, manuals, guides, toolkits generated by the PVO. �
A good sampling of all the foregoing types of materials, for the evaluators to review. �
Data on: e.g., numbers of publications etc. printed; languages in which they were produced; numbers  �
distributed gratis or sold, and to whom (in terms of types of individuals or organizations); numbers and types 
of distribution outlets; users’/readers’ opinion of the materials; variety of uses to which recipients put the 
materials; impacts that resulted as a consequence of use.


Printout of all grant-supported materials displayed on the PVO’s Web site – and of the Web site itself, if  �
supported by the grant.


Tally of hits on web pages or the Web site, accordingly. �
All the same variables as above for PVO partners for whom institutional sustainability was a mandate under  �
the grant.


III. Specific Information


This category is difficult to describe in detail, since PVOs vary widely in the mission thrusts that may be 
supported by the grant: e.g., agriculture; natural resource management, environment, conservation; microfinance, 
small and medium enterprise development; health, nutrition; conflict resolution, democracy, governance, civil 
society; and so forth. Materials for this portion of the checklist will derive mainly from the PVO’s own indicator-
monitoring system for the grant, as per its approved Results Framework and Performance Monitoring Plan (PMP) 
or Performance Indicator Tracking Plan (PITT) (also called Indicator Performance Trakcing Plan [IPTT]). Other 
possibly useful materials should be discussed with the evaluators.  







 Preparing for an Evaluation  •  48


Annex X Checklist of Evaluation Materials and Information for Evaluation


Typically, most PMP or PITT data are quantitative.  These should all have been brought up-to-date by the time the 
evaluation is to begin.  The evaluators can then do their job of verifying the performance data, perhaps amplifying 
them using various evaluation methodologies or conducting special or more sophisticated data analyses.    


Examples of other, more general kinds of quantitative information that are usually wanted in an evaluation 
include those listed below.28 In the course of their work, evaluators may also ask for other kinds or breakdowns of 
quantitative data.


List of all field projects or sub-projects funded or affected by the grant, accompanied by reports or other  �
relevant documents about each.


Table of numbers of direct, primary grant beneficiaries (aside from direct, secondary beneficiaries such as  �
PVO and partner trainees, above) reached by said field projects, sub-projects, or other activities -- all perforce 
disaggregated by gender, and other categories as appropriate to the PVO’s particular grant. 


Table of numbers of primary indirect beneficiaries, as above.  (With good M&E, this can also include  �
unanticipated as well as anticipated indirect beneficiaries.)


In terms of qualitative information, one type that has proved especially illuminating is “mini-case-studies.”  
These are brief anecdotes of grant-funded experiences that provide particularly telling examples of successes, 
failures, lessons learned, impacts, spread, and multiplier effects.  Such “stories” are most often used to illustrate 
programmatic outcomes; but they are equally telling for management and other issues (next section).  Often, such 
mini-cases are to be found scattered throughout existing PVO reports and publications.  In preparation for the 
evaluation, the PVO may wish to gather these together in some unified document or format, or even assign staff 
to write up new ones. 


IV. Management Information


Grants often provide funds to improve PVO or partners’ organizational development with regard to strategic 
planning, institutional structuring, management of human resources, Board of Trustees functioning, information 
and communication technology, buildings and equipment, financial or programmatic M&E, and more.  


Numerous references, systems, and both qualitative and quantitative tools exist for baselining and then tracking, 
analyzing, and reporting these aspects of organizational strengthening – some of them created by USAID itself.   
So the following items represent only a sampling of the kind of evaluation information that may be wanted here.  
Always, these data should be presented in some pre/post, comparative form.


Organigram (i.e., organizational chart) of the PVO. �
General policy guidelines, operating or reporting manuals, etc. for the PVO and its Board of Trustees. �
List of past and present trustees, with brief biographies of each trustee. �
Job announcements and descriptions for new hires recruited/to be recruited under the grant, and actual or  �
sample candidate resumes, respectively.


28 Consult USAID guidance for standard definitions of primary/secondary and direct/indirect beneficiaries.  Also consider that there 
may be unanticipated beneficiaries as a result of spread and multiplier effects.
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Staffing charts accordingly – perforce disaggregated by gender, and also by any other variables of interest  �
under the grant such as: nationality, degree level, years of prior professional experience, contractual category, 
general job type (e.g., managerial, technical, support, logistic), PVO unit or location, etc.


Inventories of PVO computers, phone lines, Internet access, LANs, software licenses, etc. �
Inventories for vehicles, buildings, other infrastructure. �
List of regular and supervisory meetings, site visits, and other kinds of exchanges by PVO headquarters and  �
project staff, with a description of attendee types.


Budgets and accounts showing planned versus executed expenditures of grant monies, broken down in  �
various ways to show financial flows to different PVO, partner, or other entities as per their functions and 
agreements, as outlined in the original (or amended) proposal.


All external and internal auditors’ reports for the grant itself, up to the time of the evaluation. �
All the same variables as above for PVO partners targeted for organizational development and strengthening  �
under the grant.


V. Sustainability and M&E Systems


Sustainability can be (and is) defined and measured in many different ways, from many different perspectives 
– e.g., environmental, programmatic, economic, financial.  But the latter is one of the most fundamental ways in 
which a PVO’s or NGO’s institutional sustainability is calculated.  This is the focus of the items listed below.  


When it comes to M&E, virtually this whole checklist speaks to M&E.  So below, only a few additional items are 
noted that do so very explicitly and that have not been noted in earlier sections of the checklist.


Sustainability
Business plans or any Board of Trustees notes or other documents (minutes, memoranda) showing financial  �
strategizing and decision making.


List of PVO donors by name and category (e.g., multi- or bi-lateral agencies, foundations, other PVOs, private  �
enterprises, charitable individuals, etc.), organized into pre- and post-grant sub-lists.


Tables of annual and then aggregate pre/post PVO revenues -- possibly by category (e.g., grants, charitable  �
contributions, earned income, investment income, membership fees), organized as per donor types above.


Same as above, but for PVO costs. �
Documents and accounts indicating facilitation or leveraging of increased funding as a direct or indirect  �
result of grant-supported activities.


All the same variables as above for PVO partners targeted for organizational development/strengthening  �
under the grant.


Annex X Checklist of Evaluation Materials and Information for Evaluation
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Annex X Checklist of Evaluation Materials and Information for Evaluation


M&E Systems
As required by USAID, an updated DIP, showing (1) variance in targets set versus achieved by the time of  �
evaluation, with (2) commentary on the reasons for such variance, for both under- and over-achievement of 
targets.


Samples of all data-collection and reporting forms and of data-entry sheets for the PVO and its partners – for  �
both financial and programmatic data.


One detailed example each of the types of FIS and MIS (financial/management information system) or other  �
data-based reports regularly generated for use by PVO and partner managers.


Schedule and, if available, flow diagrams for distribution and use of these reports, plus other kinds  �
of information dissemination, e.g., to donors, communities, national or international publics, and the 
developmental/relief community at large.


Indication of archiving and retrieval systems for M&E data and reports, whether in electronic and hard copy. �
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Annex XI  
Evaluation Stakeholder Analysis


To Identify Information Needs and Specific Evaluation Questions to be Included in an Evaluation Scope of Work


Evaluation stakeholders Information needs Specific evaluation 
questions


Priority: 
High, medium, low


Project Beneficiaries


OXFAM project manager


OXFAM field staff


OXFAM country director


ODA Project manager 
(Bangkok)


ODA country desk (London)


SAVE project field staff


SAVE UK


ODA Social Development 
Advisors


Source: Social Impact n.d., pp. 6-17.
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Annex XII 
Sample Evaluation Checklist for Pre-Planning


Yes/No Key Points to Consider in Evaluation Pre-Planning


Participation
1. An evaluation stakeholder analysis has been completed.


2. The analysis identifies the information needs of important stakeholders.


3. The analysis informs who will participate in the evaluation process.


You are clear about:


Deciding
4. Why are you doing the evaluation?


5. For whom you are doing it?


6. What is to be reviewed?


7. Who will be involved?


8. How will it be managed?


9. When it will be done?


10. What are the resource implications?


11. How the results will be used?


Designing
12. The detailed scope and focus (or terms of reference) of the evaluation.


13. The evaluation methods and tools to be used.


14. Measurements and indicators to be used.


15. Methods for recording, disseminating and storing findings.


Action
16. What facts and qualitative and quantitative data will be collected?


17. How will the data be gathered (questioning, observing, reading, etc.)?


18. How will data be analyzed and interpreted?


19. How to validate analysis and judgments?


20. The format of the final report and/or presentation.


Using results
21. How to agree on recommendations.


22. How to make changes to recommendations.


23. How the evaluation will be reviewed.


24. How to follow up on and support the recommendations.


25. How to use feedback (or evaluation) to improve future evaluations.
Source: Social Impact n.d., pp. 6-18.
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Preface


Monitoring and evaluation are core responsibilities of American Red Cross 
and Catholic Relief Services (CRS) program managers and help ensure quality 
in our programming. The Success and Learning Stories module is one in a series 
of M&E training and capacity-building modules that the American Red Cross 
and CRS have agreed to collaborate on under their respective Institutional 
Capacity Building Grants. These modules are designed to respond to field-
identified needs for specific guidance and tools that do not appear to be 
available in existing publications. Although examples in the modules focus on 
Title II programming, the guidance and tools provided have value beyond the 
food-security realm.


Our intention in producing Success and Learning Stories is to provide readers 
with a document that helps them respond to Food for Peace’s (FFP’s) original 
request for short stories as part of their regular reporting requirements. The 
module provides brief guidance on how to write good impact stories that will 
address the needs of a number of audiences, including FFP. Underlying the 
module is a desire to improve the learning associated with the human impact 
of project implementation.


Please send any comments or suggestions for this module to: 
m&efeedback@crs.org.


Recommended citation: Long, Trisha, Mara Russell, Paula Bilinsky, Elizabeth 
Dalziel, Judy Bryson, Erica Tarver, Constance McCorkle, Paul Tillman, Keith 
Wright, Roger Burks, and Tom Ewert. 2008. “Success and Learning Stories.” 
American Red Cross/CRS M&E Module Series. American Red Cross and CRS, 
Washington, DC, and Baltimore, Maryland.



mailto:m&efeedback@crs.org
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The module gives 


suggestions and 


guidance so that stories 


can be prepared in a 


way that consistently 


provides the type of 


impact information that 


would be most useful  


to FFP.


Introduction


In Fiscal Year 2003, USAID’s Office of Food for Peace (FFP) requested that 
short narratives of Title II activities and impacts be included as part of 
annual results reports. A number of private voluntary organizations (PVOs), 
coordinating under the Food Aid Management (FAM) project’s Monitoring 
and Evaluation (M&E) Working Group, decided to address the need for 
guidance on how to write clear and consistent impact stories that would serve 
a variety of purposes and audiences, including FFP.


To this end, working group members collected a score of stories from 
their PVOs’ files. These stories were then analyzed for content and style 
by, respectively, a member of the group and the head of marketing and 
communication at the respective PVO.1 As anticipated, the sample varied 
widely in content, style, and overall quality from program to program and 
from organization to organization. From their analysis of this variation, 
the two-person team produced preliminary lists of key topics and basic 
stylistic “do’s and don’t’s.” These items were further analyzed and refined by 
members of the M&E Working Group as a whole, with added inputs from 
communication and editorial personnel from various PVOs collaborating in 
this task.2  


The working group’s goal was to produce the present package of guidance 
for harmonizing the formats of what it termed success and learning stories. 
The success stories are defined as descriptions of “who, what, when, where, 
why, and how” a Title II project has succeeded in its objectives and perhaps 
even had unanticipated positive effects. The learning stories narrate cases 
of unanticipated project difficulties or negative impacts, how these were 
identified and overcome, and what was learned from the experience that may 
be helpful to other projects.


1 Dr. Constance M. McCorkle, former Senior Headquarters Technical Advisor for M&E, 
and Paul Tillman, Senior Director, Marketing, Catholic Relief Services (CRS).


2 Task Organizer: Trisha Long; Contributors: Judy Bryson, Erica Tarver, Elizabeth Dalziel, 
Constance McCorkle, Paul Tillman, Mara Russell, Paula Bilinsky, Keith Wright, Roger Burks, 
and Tom Ewert.
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The result is this Success and Learning Stories module. The module gives 
suggestions and guidance so that stories can be prepared in a way that 
consistently provides the type of impact information that would be most 
useful to FFP for its reporting and other communications needs, while also 
furnishing PVOs with better information to highlight accomplishments to 
local counterparts, private donors, and internal constituencies.


The components of the package consist of: 


Background and instructions  ▪


A suggested list of “do’s and don’t’s” concerning story information,  ▪
stylistics, tone, and so on 


A sample template consisting of questions to be answered so as to  ▪
provide the necessary information for a complete and meaningful 
narrative (annex I)


Examples of stories written from the sample template (one written  ▪
better than the other according to the instructions here)


A blank template to be used to write a success or learning story  ▪
(annex II).


Introduction
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The package’s primary 


purpose is as a guide or 


a checklist for field staff 


to first understand what 


type of information is 


needed for a good Title 


II story, and second, to 


systematically collect and 


record that information.


Instructions


The package is largely self-explanatory; but, perhaps a few points should be 
noted. For instance, overall, the template asks for:


Project-specific ▪  and participant-specific information, e.g., what the 
project is trying to do, often in a single project component , and how 
specific participants have experienced the project’s impact on their 
lives


Both  ▪ qualitative and quantitative information, e.g., not only what 
a project component is trying to do and how certain participants 
are affected, but also what is that component’s geographic or 
demographic coverage, and how many such participants (or even 
non-participants) can be expected to benefit


Intended positive impacts ▪ , but also unintended positive and negative 
impacts—and in the latter case, what corrections or mitigations are 
being taken. 


The template is explicitly geared for gathering key details for Title II 
success and learning stories by or from those who know them best: project 
participants and staff in the field. However, this is not to say that others who 
are familiar with particular project (e.g., regional or technical support staff 
or evaluation consultants) cannot use the template as well. Although it was 
designed with Title II efforts in mind, it can be adapted to many other types of 
projects and programs.


The template is also designed to be adaptable to how a PVO typically collects, 
compiles, and writes up information for its results reports and for other 
reporting and outreach purposes. Again, the package’s primary purpose 
is as a guide or a checklist for field staff to first understand what type of 
information is needed for a good Title II story, and second, to systematically 
collect and record that information. With regard to collection, it is not always 
necessary to interview a participant to fill in the template. But if interviews are 
conducted, be sure to tell interviewees why the interview is being done and 
how the information from it will be used.3  


Once the template information is collected and recorded, field staff can try 
to write up their Title II success and learning stories using the other tools in 
the Success and Learning Stories module. In some PVOs, field staff may rely on 
regional or headquarters staff or consultants to write the stories for them.


3 If interviewees do not want their names to appear in the story, pseudonyms (false names) 
can be used instead.
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Instructions


Tools & Resources


Basic Project Information Form


Story Information Form


No matter which of these routes is taken, however, copies of the completed 
templates should always be shared with headquarters’ communication 
units. Such information is invaluable to them for producing stories and other 
materials aimed at multiple audiences besides just FFP (e.g., other donors, the 
public, and local or other partners around the world).


The template can be used as often as deemed necessary by project and PVO 
headquarters staff. At a minimum, however, it should be used once a year in 
preparation for the annual Title II results reports. 


Finally, the authors hope that the template will serve as an incentive for 
providing story information by clarifying what information is needed; 
by simplifying the process of collecting and organizing the information; 
and, above all, by showcasing field staff’s successful work in overcoming 
difficulties and achieving project objectives. That said, some PVOs have 
provided staff incentives to provide story information. Examples are: a small 
amount of money for an office party upon completion of the story (ies); a 
small bonus to the staff who gather the information; alternatively, a trophy or 
certificate; in documentation other than FFP reports, perhaps a personal photo 
and short acknowledgement of the staffers’ work, and so on.


Please send your feedback on this module to: m&efeedback@crs.org. It will be 
used to update and improve the template. Please send your responses to the 
following questions:


Did using this template make writing a Title II success story easier,  ▪
more difficult, or was there no difference?


How could the template be improved? ▪


The table below provides information on what to do—and not to do—when 
writing a success story. A project information datasheet follows, and then a 
sample story information form. Using information from the story information 
form, two sample stories are presented—one rated “fair” and one rated 
“good.” Tools and resources are in the annexes.
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Instructions


Recommendations for Title II Success Story Writing


What to Do When Completing the Template What to Avoid When Completing the Template


Tell the stories of individuals who are being served as well 
as stories about the communities to which they belong


Overdramatize the information (e.g., “she often experienced 
chest pains while weeding in the pesticide-soaked soil”) – this 
may lessen credibility


Include quotes from beneficiaries, project and partner staff, 
relevant government workers, and so on


Make qualitative statements that might cause skepticism 
about the impartiality of the program (e.g., “Baghya is a 
beautiful girl.” Does this mean the program only helps pretty 
girls?)


Provide brief background credentials on any staff that are 
quoted (e.g., number of years of experience, their academic 
degree, and so on)


Portray local cultures or indigenous knowledge as 
backward or outdated (e.g., “The Sori farmed by traditional 
methods, which led to a noticeable decrease in crop yields”)


Include details that will help nontechnical readers 
understand the information given in context (e.g., “a 
healthy child’s weight/height ratio is 100 percent—anything 
less than 80 percent is considered dangerous”) 


Base the story on a real person whose existence can be 
independently verified


Make up an individual just to complete the template!


Check the  math; if statistics are used, make sure they add 
up correctly


Dehumanize beneficiaries by using clinical terms (e.g., “150 
of these children were rehabilitated” versus “150 of these 
children regained their health and strength”)


Provide a U.S. dollar equivalent when reporting how 
much something costs or how much a person earns in local 
currency


Attempt to oversimplify complex issues such as child labor 
or land tenure as this can harm credibility


Help the writer and reader by putting the work in 
perspective, by explaining things such as: 


costs relative to average income in an area ▪
why a development organization would be concerned  ▪
about natural resource extraction 
the definition of microfinance ▪


Assume the reader will understand common industry terms 
and conventions (e.g., referring to “the hungry season” 
without explaining what that means, or writing that a 
program helps “the women and children of the community” 
why not the men?)


Remember that the information given will be used for 
multiple purposes (such as donor reports and press 
releases)


Use jargon, acronyms, or foreign words without explaining 
what they mean


Ensure that a native speaker of the language in which the 
story will be written proofreads any information in the story 
template, especially when this information is written by a 
speaker of another language


Forget to mention the country you are working in! Do not 
assume that the reader will know where you are if you 
mention only a major city in the country
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Basic Project Information Datasheet


Grant #: 1. XX-XXX-XXXXX


Date this information was completed: 2. Month, Day, Year


Project title: 3. Full title


Donor(s): 4. USAID’s Office of X


Start and end dates of project: 5. Year - Year


Total number of beneficiaries (direct and indirect): 6. XX, XXX direct and XXX,XXX indirect


Project location: (communities, districts, regions, country): 7. Be as specific as possible


Food aid commodities used, how used, and amounts: 8. Provide details


Names (first names and surnames) of all individuals who contributed information for this story 9. 
(yourself and project participants): 


Contact people—name and email address of whom to contact if a question arises regarding information 10. 
on this form: 


Reference documents (e.g., annual reports, related journal articles)—title, date, and location:11. 


Are local partners or other organizations involved? Who are they? (Be sure to spell out acronyms.)12. 


Are there photos available (or attached) that relate to this information? If yes, who took each photo,  13. 
and what does it show (please provide a caption)? When were the photos taken?


 


Instructions







Success and Learning Stories  •  7


Instructions


Sample – Story Information Form


Story Information Form


What are the project’s strategic objectives (SOs) as stated in the results framework? 1. 
Improved agricultural livelihoods for targeted tribes in Southern Sudan.


Which of the SOs (or component of them) does your story address? 2. 
The livestock component.


Who are the primary project beneficiaries? 3. 
The Lafon, Acholi, and Lango tribes in Southern Sudan who are being affected by drought and also conflict with 
groups in the North.


What special characteristics of any subgroup(s) of beneficiaries lead them to be involved with this project 4. 
component? 
The targeted tribes are currently suffering particular hardships.


What activities does the project undertake to achieve its objectives/the SO in question? 5. 
The provision of health clinic services and community feeding centers


What kinds of communities/beneficiaries are being targeted for these interventions? Why? 6. 
As described above, and in 10, below


What are the beneficiaries’ predominant livelihoods? 7. 
Farming and stock raising


What is the landscape and climate locally (if relevant to the story)? 8. 
The climate is generally very dry, but has experienced severe drought in the last five years.


When, in the project’s lifetime, did the story profiled here occur (e.g., early on, around mid-term,  9. 
or near the end)? 
Near mid-term


Where, exactly, does the story take place (community names/general location)? 10. 
Southern Sudan, Equatoria Province (which is just north of the Ugandan border) – there are four communities where 
we have feeding centers (Mugale, Kongor, Waat, Ayod) and Nimule (where the clinic is).


Is the season or time of year relevant to the story (e.g., harvest time, lean season, and school year)? 11. 
No.
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Story Information Form


What are the one or two major problems that had to be overcome in relation to this SO?  12. 
(Please relate them in terms of your results framework.) 
Our first task was to educate the communities about the services provided at the feeding centers and the clinic. It 
is the first time they have had such services available to them. After a year of persistent meetings with community 
leaders, women’s groups, herders’ and farmers’ groups, we saw clinic visits rise 30 percent, to about 50 percent of our 
target for the end of the project.  
 
Our second task was to provide training to communities on how to recognize the signs or symptoms that indicate 
when a child or other family member needs to come to the feeding center or the clinic because they are too ill to be 
treated at home. Focus groups conducted at mid-term showed us that while 80 percent of those trained can recognize 
the signs that their child needs to come to the feeding center, only 50 percent know when to bring the child directly to 
the clinic instead. Because of the volume of people that we see at the feeding center, it will help us handle the caseload 
if people know when to take their relatives to the clinic instead of the feeding center.


Whom does the story involve (e.g., a specific family or person– please give names, ages, positions  13. 
in the household, and family size)? 
A 6-year-old girl named Awar and her mother, are members of the Lafon tribe. Awar’s mother is a widow who has 
three other children still alive. Two additional siblings died last year. Awar is the second youngest. The Lafon live on 
very dry land where the Nile comes down from the hills in Uganda to Sudan.


Was anyone else (e.g., government service provider, project or partner staff, village health care worker) 14. 
involved in the event? 
Damaris Ruheni, a CRS nutritionist working in the program, who is originally from Kenya., was involved.


How did the project interventions affect the beneficiaries (positively or negatively)? 15. 
When Awar’s mother brought her to the feeding center in Mugali, she had suffered from persistent, bloody diarrhea 
for almost three months; she was exhausted and in great pain. Most children who are severely malnourished have a 
protruding stomach – there was so little left of her that her stomach could not protrude. It was incredible that she was 
still alive. Her weight/height (W/H) ratio was 60.3 percent and she weighed 11.7 kgs (25.7 lbs - about half what she 
should have weighed). Her height, however, was normal for her age (110.5 cm/ 3’7”). Her situation was so acute that 
she was immediately taken to the clinic. At the clinic, she ate very well and responded quickly to medicine. When she 
left after 10 weeks, she had gained 6 kg (13.2 lbs) and grown 2.3cm (0.9”) taller (that she grew that much is a good 
sign and very unusual), and her W/H ratio was 90.2 percent (acceptable). She was very happy that she had filled out 
and was ready to go home (she has a huge grin!) and her skin looked very healthy.


What is the most significant change the beneficiaries experienced as a result of the project?  16. 
(In their own words) 
”I know my daughter would have died had I not brought her to the feeding center – she was ill for a long time and I 
did not know how to help her. Two of my children have died already in the last year. I could not bear to lose another. 
Now we [the community] have a place to bring our children when they are ill where we know they can be helped.” 
(Awar’s mother)


Instructions
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Instructions


Story Information Form


What changes have project, partner, or government staff noted (in their own words)? 17. 
“This little girl was not ready to die: her eyes were too clear. There was determination in her when I first saw her. She 
would not accept death. I wanted to personally ensure that she lived if I could.” (Damaris Ruheni)


What are the long-term consequences of this event for the family/individual, the community, and the 18. 
project? 
This is the first time Awar’s mother brought one of her children to the feeding center (although Awar actually needed 
to be at the clinic, because she was in such poor condition). She says she did this because her neighbor had taken her 
husband to the feeding center when he became ill, and he returned to the village healthy. Awar’s mother’s experience 
is indicative of some of the successes we are having with testimonials about the good work of the clinic and feeding 
center in the communities we serve. Awar’s mother has agreed to spread the word among her other neighbors that 
Awar was saved from death, and we have already seen two bring their relatives in and cite Awar’s recovery as the 
reason they felt comfortable bringing their families. 


What lessons have been learned and are they being applied? 19. 
We learned from Awar’s experience and that of other children like her that training in oral rehydration therapy (ORT) 
– which helps children recover quickly from diarrhea and can be safely made in the home from typical household 
ingredients – is needed by the Lafon. We are working with a local partner in the diocese to conduct these trainings in 
the communities that we serve and to provide ORT packets to help parents prepare the ORT.  
 
However, the persistent drought has meant that provision of sustainable, clean water systems (clean water is 
necessary for proper ORT) must become a priority – people are now relying on unsafe water sources (such as rivers 
in which they dispose of their wastes) for drinking water. We are currently looking for ways to add a clean-water 
component to our community health and nutrition outreach trainings.


Across the life of the project, how many beneficiaries are expected to benefit from the project work 20. 
described in this story? 
The CRS therapeutic feeding centers in Mugali, Kongor, Waat, and Ayod, and its clinic in Nimule together now 
serve 1,500 clients per month, 78 percent of whom are moderately to severely malnourished children between the ages 
of 1 month and 16 years. Over the 5 years that the project will operate, if this rate of use continues, we will see over 
90,000 people. This year we plan to open 3 additional feeding centers in the towns of Aswa, Atepi, and Nasir, and a 
clinic in Nasir. 
 
Of course, we are hoping that our other interventions will lessen the extreme malnutrition we are seeing before the 
project ends, and the clinic staff’s attention can be further turned to other important health issues in the communities.
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Instructions


Story Information Form


Have any other projects, organizations, or communities adopted the model or the lessons learned from this 21. 
experience? Please describe which projects, communities, etc., and how they are using the experience. 
In the communities where the clinic and feeding centers are located, we have seen the greatest growth in the number 
of people using them. One of our project partners, a local women’s organization in Nimule, came to us with the idea 
of asking people who had used the clinic or feeding centers to become volunteer promoters. These promoters go out 
to communities that do not have a center or clinic and share their experiences with the clinic’s or feeding center’s 
services. We are now looking at ways to use these promoters further to spread our messages about clean water. The 
experience has been very good for both the Nimule organization, which is working with us to get some extra funding 
to develop promoter materials, and the promoters themselves, who have seen increased status in their communities.


How will the positive outcomes described here be made sustainable? 22. 
We hope that through the promoters, the communities will become ever more aware of our clinics and feeding centers 
and make more use of them. This will allow us to expand the teaching functions of the feeding centers and clinics 
(e.g., providing training to families in prevention of diarrhea, treatment of illness in the home, and so on) and give 
communities the resources they need to stay healthy. Given the current security situation and the deteriorated 
relationship between these communities and the government in Khartoum, it is unlikely that they would be able to 
successfully advocate for the government to maintain clinic functions. However, if peace is achieved in Sudan, this 
may become a more realistic possibility.  
 
For Awar, specifically, her mother now knows how effective the clinic and feeding centers can be and will bring her 
other children to them long before they reach Awar’s dire state.  
 
An unintended beneficial impact that may improve sustainability is the growing relationship between the diocesan 
office and local groups in the community through their interactions in our project. Previously, they operated 
independently of one another. The diocese may be able to provide resource support to these groups to continue 
promotion and education functions in which we are training them after the end of the project, now that contacts have 
been established.
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Instructions


Sample Story 1: Awar’s Story with Comments—Rated “Fair”


Awar’s Story


When her mother brought a gaunt Awar in to the therapeutic feeding center run by CRS1 at Mugali2, no one expected 
Awar to live through the day. Children suffering from malnutrition often have protruding stomachs. Not Awar. The 
emaciated 6-year-old’s skin was stretched tight over each of her tiny bones. She had been wasting away with persistent 
diarrhea for nearly three months. Her stools were bloody. She was too exhausted and wrought with pain to cry. But her 
eyes were clear and determined. She was not ready to die. 


As soon as she laid eyes on Awar, Damaris Ruheni, a CRS nutritionist, rushed the little girl to the clinic run by CRS in 
Nimule.2 Damaris measured her. Her height was 110 cm, but her weight was only 11.7 kg.3 Her weight/height (W/H) ratio 
was a dangerous 60.3 percent.4 Other than her skeleton, there just wasn’t much to her. 


Damaris took a special interest in Awar. There was something about this child that just would not accept death. She ate 
well and responded quickly to the medicine. She started putting on weight. Ten weeks after she was admitted in early 
December 2003, Awar was rehabilitated.5 She had gained more than 6 kg and had grown an astounding 2.3 cm taller.3  
Her W/H ratio was now 90.2 percent. Her flesh had filled out and taken on a healthy luster. Best of all, she had a big grin 
on her face. She was ready to go home.


Home to Awar is where her primitive tribe, the Lafon, live, east of where the Nile descends from Uganda into Sudan.6 


The CRS team in Nimule is involved in a USAID-funded project called EOP.1 Activities include agriculture and food relief, 
as well as maintaining therapeutic feeding centers in Equatoria.2,7


1 When using abbreviations, the full name should be spelled out the first time.


2  Include the name of the country.


3  For the U.S. mainstream audience, provide U.S. equivalents of metric weights and measures.


4  Some background on the weight/height ratio and context on what percentage is considered good would be helpful


5  “Rehabilitating a person” may have other connotations or sound dehumanizing. It would be better to say “her condition had 
greatly improved.”


6  Additional background information on the way of life of the people in the story would be helpful, as well as some background on 
the situation that caused the community to need help from a humanitarian organization.


7  This story would have been even better with a quote from either Awar, her mother, or the CRS nutritionist. 







Success and Learning Stories  •  12


Instructions


Sample Story 2: Awar’s Story with Comments—Rated “Good”


Awar’s Story


The strangest thing was that she was alive


When Awar’s mother brought her to the therapeutic feeding center run by Catholic Relief Services (CRS) at Mugali, in 
southern Sudan’s Equatoria province, just north of the Ugandan border, no one expected her to live through the day. 
Children suffering from malnutrition often have protruding stomachs. Not Awar. The emaciated 6-year-old’s skin was 
stretched tight over each of her tiny bones. She had been wasting away with persistent diarrhea for nearly three months. 
Her stools were bloody. She was too exhausted and wrought with pain to cry. But her eyes were clear and determined. 
She was not ready to die. 


As soon as she laid eyes on Awar, CRS Nutritionist Damaris Ruheni (BA, Makere University, Kenya) rushed the little girl 
to the clinic run by CRS in Nimule, 15 miles to the west. There, Damaris measured her. Awar’s height was 3 feet, 7 inches, 
normal enough for a child of her age. But her weight was 25.8 lbs, only half of what it should have been. Even more 
revealing was her weight/height (W/H) ratio. A healthy child’s W/H ratio is 100 percent. Anything below 80 percent is 
considered dangerous. Awar’s W/H ratio was an astonishing 60.3 percent. Other than her skeleton, there just wasn’t much 
to her.


Damaris took a special interest in Awar. There was something about this child that just would not accept death. She ate 
well and responded quickly to the medicine. She started putting on weight. Ten weeks after she was admitted in early 
December 2003, Awar was literally a new person. She had gained more than 13 pounds and grown nearly an inch taller. 
Her W/H ratio was an acceptable 90.2 percent. And her skin had a healthy luster. Best of all she had a big grin on her face. 
She was ready to go home to her people, the Lafon tribe—a small community of agropastoralists who inhabit the parched 
land east of where the Nile descends from the Ugandan highlands into Sudan.


As her mother gratefully told Damaris, “I know my daughter would have died had I not brought her to [you].” Actually, 
CRS learned a new lesson from experiences like Awar’s: that parents needed to know more about how to judge whether 
their malnourished children should be taken to a feeding center or, as in Awar’s case, directly to the clinic. As it turned 
out, a local women’s organization in Nimule was so impressed with CRS’s work that it proposed the idea of asking people 
who had used these facilities to volunteer to spread this and other health information back in their home communities.


The CRS team in Nimule is involved in a project funded by the U.S. Agency for International Development (USAID) 
called the Emergency Operations Project (EOP). Activities include agriculture and food relief in addition to the centers 
and clinics, which support therapeutic feeding to moderately to severely malnourished people, especially children. CRS is 
operating two clinics, with four feeding centers linked to each, thereby covering nearly half of Equatoria Province. These 
facilities serve three of the most drought- and war-stricken tribes of Southern Sudan (besides the Lafon, the Acholi, and 
Lango). Based on client numbers to date, by the end of the 5-year EOP, it is estimated that more than 90,000 people will 
have been seen at these CRS-run facilities. From these former clients and the women volunteers sharing their experiences 
and health messages “back home,” many others are also expected to benefit.


In these and many other ways, CRS’s work seeks to improve the health and lives of many thousands of men, women, and 
children, like Awar, in communities all over Africa. 


Catholic Relief Services is the official international humanitarian agency of the U.S. Catholic community. The agency provides 
assistance to people in 94 countries and territories on the basis of need, not race, creed, or nationality. For more information, please 
visit www.catholicrelief.org. 



http://www.catholicrelief.org
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Annex I 
Basic Project Information Form


(To be filled in either at headquarters or by the project staff)


Grant #:1.  _____________________________________________________________________________________


Date this form was completed:2.  _________________________________________________________________


Project title:3.  _________________________________________________________________________________


Donor(s):4.  ____________________________________________________________________________________


Project start and end dates:5.  ____________________________________________________________________


Total number of beneficiaries:6.  _________________________________________________________________


Project location: (communities, districts, regions, country): 7. 
 
 ____________________________________________________________________________________________


Food aid commodities used, how used, and amounts: 8. 
 
 ____________________________________________________________________________________________


names (first names and surnames) of all individuals who contributed information for this story 9. 
(including you and the project participants):  
 
 ____________________________________________________________________________________________  


Contact people—the names and email addresses of people to contact if a question arises regarding 10. 
information on this form: 
 
 ____________________________________________________________________________________________  


Reference documents (e.g., annual reports, related journal articles) – title, date, and location: 11. 
 
 ____________________________________________________________________________________________  


are local partners or other organizations involved?  12. 
If so, please list the names and locations of these organizations and their contact information (address, email, 
contact person). Be sure to spell out acronyms. 
 
 ____________________________________________________________________________________________  


are there photos available (or attached) that relate to this information?  13. 
If so, please attach the photos and list the name of the person who took each photo, and what each photograph 
shows (such as the names of the people in the photo and their location). Please provide a caption to the photograph 
that describes what is going on in the photograph. Include the month and year when the photos were taken. 
 
 ____________________________________________________________________________________________
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Annex II 
Story Information Form


What are the project’s strategic objectives (Sos) as stated in the results framework? 1. 
 
 ____________________________________________________________________________________________


Which of the Sos (or a component of them) does your story address? 2. 
 
 ____________________________________________________________________________________________


Who are the primary project beneficiaries? 3. 
 
 ____________________________________________________________________________________________


What special characteristics of any subgroup(s) of beneficiaries led them to be involved with this project 4. 
component? 
 
 ____________________________________________________________________________________________


What activities does the project undertake to achieve its objectives/the So in question? 5. 
 
 ____________________________________________________________________________________________


What types of communities/beneficiaries are being targeted for these interventions? Why? 6. 
 
 ____________________________________________________________________________________________


What are the beneficiaries’ predominant livelihoods? 7. 
 
 ____________________________________________________________________________________________


What are the landscape and climate locally (if relevant to the story)? 8. 
 
 ____________________________________________________________________________________________


When, in the project’s lifetime, did the story profiled here occur (e.g., early on, around mid-term, or near 9. 
the end)? 
 
 ____________________________________________________________________________________________


Where, exactly, does the story take place (community names/general location)? 10. 
 
 ____________________________________________________________________________________________


Is the season or time of year relevant to the story (e.g., harvest time, lean season, and school year)? 11. 
 
 ____________________________________________________________________________________________


What are the one or two major problems that had to be overcome in relation to this So? (Please relate 12. 
them in terms of your results framework.) 
 
 ____________________________________________________________________________________________


Whom does the story involve (e.g., a specific family or person– please include the names, ages, positions 13. 
in the household, and family size)? 
 
 ____________________________________________________________________________________________
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Was anyone else (e.g., government service provider, project or partner staff, village health care worker) 14. 
involved in the event? If so, please provide details on the organization or person involved such as the name, 
location, and contact information. 
 
 ____________________________________________________________________________________________


How did the project interventions affect the beneficiaries (positively or negatively)? 15. 
 
 ____________________________________________________________________________________________


What is the most significant change (in their own words) the beneficiaries experienced as a result of the 16. 
project?  
 
 ____________________________________________________________________________________________


What changes has the project, partner, or government staff noted (in their own words)? 17. 
 
 ____________________________________________________________________________________________


What are the long-term consequences of this event for the family/individual, the community,  18. 
and the project? 
 
 ____________________________________________________________________________________________


What lessons have been learned and are they being applied? 19. 
 
 ____________________________________________________________________________________________


across the life of the project, how many beneficiaries (direct and indirect) are expected to benefit from 20. 
the project work described in this story? 
 
 ____________________________________________________________________________________________


Have any other projects, organizations, or communities adopted the model or the lessons learned 21. 
from this experience? Please describe which projects, communities, etc., and how they are using the 
experience. 
 
 ____________________________________________________________________________________________


How will the positive outcomes described here be made sustainable? 22. 
 
 ____________________________________________________________________________________________


Story Information Form
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