
Defining Monitoring and Evaluation
Introduction
M&E can provide unique information about the performance of government policies, programs and projects. It can identify what works, what does not, and the reasons why. M&E also provides information about … performance … .

It is tempting -- but dangerous -- to view M&E as having inherent value. The value of M&E comes not from conducting M&E or from having such information available; rather, the value comes from using it to help improve [government] performance.
- World Bank, (Date unknown)
In the previous unit your attention was drawn to the fact that monitoring and evaluation is part of the program management cycle and as such, part of the planning and implementation of interventions, and that it is a continuous process that should be carried throughout the programme management cycle. The cycle also shows the importance of building in of monitoring and evaluation at the planning stage of the programme. In this unit, we will define the concepts monitoring and evaluation.
There are two sessions in this unit:
Study Session 1: Defining monitoring
Study Session 2: Defining evaluation
Learning outcomes of Unit 2
	By the end of this unit, you should be able to:



	


Unit 2 - Session 1

Defining monitoring

Introduction
Monitoring activities are part of our daily lives. We all monitor our bank balance, children’s weight and many other things that concern us.  Some of you have at some stage been involved with the monitoring of programmes.  Some of you may have not been directly involved, but have heard about the concept of monitoring. 
In this session, we will examine monitoring in the context of the implementation of health intervention programmes.

Contents

1.
Learning outcomes of this session

2.
Readings

3.
Defining monitoring

4.
Purposes of monitoring

5.
Steps in conducting monitoring activities
6.
Session summary

1
LEARNING OUTCOMES OF THIS SESSION
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	By the end of this unit, you should be able to:
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READINGS
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3
DEFINING MONITORING
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FEEDBACK
Now compare your notes with the following definition of monitoring:

Monitoring is a process of continuous and periodic surveillance of the physical implementation of a programme, through timely gathering of systematic information on work schedules, inputs, delivery, targeted outputs, and other variables of the programme, in order to have the desired effects and impact. 
Let us highlight the key defining features of monitoring. Defining means that these features are essential to the concept / practice of monitoring:

· continuous surveillance of the physical implementation of a programme,
· periodic surveillance of the physical implementation of a programme,
· timely gathering of systematic information the essential variables for the programme
A definite purpose is also highlighted: surveillance of the physical implementation of a programme … in order to have the desired effects and impacts.

Monitoring is an integral part of a management support function: it relates to the monitoring of a programme and its components; managing the use of resources, guiding the progress of the programme towards the desired ends; making sure that planned activities do take place. The data gained from monitoring activities feeds into and guides the decisions of managers. Monitoring is also an integral part of the Management Information System. Monitoring is thus a management tool. Monitoring reports can be used as a basis for internal review (evaluation) of programme operations at the management and technical levels.
Here is a round-up of short extracts on monitoring.

A monitoring system can be defined as an observation system for the project managers to verify whether the project activities are happening according to planning and whether means are used in a correct and efficient manner. The system must supply the project management with a continuous flow of information throughout the course of the project to make it possible to take the right decisions. Monitoring is limited to the relation between the implementation of the activities and the results, in which the results are directly and only determined by the project activities.
-  IFAD (Date Unknown.). 

Monitoring: The routine tracking of the key elements of programme/project performance, usually inputs and outputs, through record-keeping, regular reporting and surveillance systems as well as health facility observation and client surveys.
-  The Global Fund (Date unknown) 

Monitoring is the systematic collection and analysis of information as a project progresses.

It is aimed at improving the efficiency and effectiveness of a project or organisation. It is based on targets set and activities planned during the planning phases of work. It helps to keep the work on track, and can let management know when things are going wrong. If done properly, it is an invaluable tool for good management, and it provides a useful base for evaluation. It enables you to determine whether the resources you have available are sufficient and are being well used, whether the capacity you have is sufficient and appropriate, and whether you are doing what you planned to do.
- Shapiro (2007: 3).

Monitoring is used to regularly track changes in indicators—measurable markers of change over time—in order to manage the implementation of a program. Monitoring measures progress toward results by collecting information on inputs, activities, outputs, and sometimes short-term outcomes. For you, the manager, this may involve monitoring progress against your operational plans and/or monitoring the services you provide.
- LeMay (2007)

Monitoring is sometimes referred to as process evaluation because it concentrates on what is done in the process of running a service or programme, i.e. “within”. This includes the programme activities, the personnel who perform activities and other matters of implementation.
Now, please read the following extracts to extend your understanding of monitoring.

READINGS

Feuerstein, M-T. (1986). Ch 6 - Using Your Evaluation Results. In Partners in Evaluation: Evaluating Development and Community Programmes with Participants. London: Macmillan: 160-162.
Mwadime, R. et al. (1999). Unit 1 – Overview of monitoring and evaluation. In Monitoring and Evaluation of Nutrition and Nutrition-Related Programmes. A Training Manual for Programme Managers and Implementers. The Applied Nutrition Programme, University of Nairobi School of Nutrition and Policy, Tufts University: 1.15.
LeMay, N. (2010). Ch 8 – Managing information: monitoring and evaluation.  Cambridge, USA: Management Sciences for Health: pp8:1 - 8:11.
Available: www.msh.org

4.
PURPOSES OF MONITORING

FEEDBACK
Compare your notes with the following:

We monitor the physical implementation of the programme in order to:
· Determine the current status of the program, thus ascertaining that implementation is proceeding as planned. How we determine this is based on the objectives of the program – how far, or near we are to meeting the objectives of the programme.
· We also monitor programs in order to provide the basis for corrective measures to be taken through identifying early indications of deviations, performance gaps and other problems requiring immediate attention for the programme to succeed.
· We also monitor programs in order to verify proper utilization of programme resources, including ensuring that resources are made available on time and are utilized through activities to produce expected deliverables.
· We also monitor programs to verify that activities are undertaken and transformed into outputs. For example, we monitor training sessions through attendance lists to ensure that the correct people attended the training session and that they received the information they were supposed to receive.
Note that for effective implementation of the programme, the following points are important:
· Monitoring of program activities should be done continuously at a scheduled interval, such as weekly, monthly or quarterly. 

· It is also very important to monitor actual activities involved in the implementation of the program in order to avoid things going wrong or unnoticed. 
· If monitoring has to be done on a regular basis, it is important to stick to the proposed schedule of data collection to ensure that important aspects of the programme are not missed. For example, if the weighing of children every six months is one of the programme objectives, the collection of data for the monitoring has to keep to the same schedule. If weighing of children is not done, then children who are not gaining weight may be missed, and will only be discovered too late when they are already sick.
5
STEPS IN CONDUCTING MONITORING ACTIVITIES
For anyone to be able to carry out monitoring activities appropriately, there are steps that should be followed. Once all these steps have been followed, you will have a monitoring system for your programme/project in place. These steps will be discussed briefly in the following section, and dealt with later in full detail.

Steps in conducting monitoring activities
· Review existing information related to the project.

· Develop/revise goals and objectives for the programme

· Familiarise yourself with the conceptual framework of the project or develop a conceptual framework for the project. 

· Identify monitoring objectives.

· Identify indicators.

· Determine which categories of workers, supervisors or other will be responsible for the collection of each category of monitoring data.

· Develop a timetable for frequency of monitoring.

· Develop/strengthen a management information system.

· Train staff in monitoring activities.

· Develop monitoring instruments.

· Conduct monitoring activities.

· Analyse monitoring and interpret monitoring data.

· Write a report.

· Make recommendations.

· Implement recommendations.

· Identify new indicators based on the recommendations.

· Modify the monitoring system if necessary.

· Continue monitoring.

(Mwadime et al, 1999: 1.22)

To be able to carry out monitoring activities successfully, these steps must be taken into consideration. For example, you need to review existing information about the programme so as to know what the Goal and objectives of the program are. This will help one to understand what the program is intended to achieve.  Monitoring and evaluation therefore should be based on the program objectives.  
Secondly one needs to study any available data which will assist one in carrying out monitoring and evaluating activities of the program.  The following questions need to be answered:

· What are the components of the program?

· What monitoring activities have been carried out before? 

· What indicators have been collected? 

· How often were they collected? 

· How was data processed and analyzed? 

Answers to the above questions will assist you in future monitoring activities. 

Familiarising yourself with the conceptual framework of the programme will guide you to the components of the programme that need to be monitored. Some of the information may be readily available, for example, the components of the program and indicators to be monitored, as these may have been identified during programme planning. If a conceptual framework of the program is not available, you may have to develop one using the program components. 

Identifying monitoring objectives will assist in identifying what exactly needs to be monitored and how often and by whom. Identification of monitoring objectives will also help you to identify indicators and the categories of workers, supervisors or others who will be responsible for the collection of each category of monitoring data. 
It is also important to develop/strengthen a management information system, as this will assist you in determining how the collected information will flow - from who to who - and how will it be stored and by whom. This also includes identification of feedback channels, that is, how will the findings be fed back to the users.

Training of staff in monitoring activities is very important. Trained staff will know exactly what to do. They won’t have any excuses for not collecting required information.  Data collection is not possible without data collection tools therefore, if these are not already available, they need to be developed. They also need to be discussed with the people who will use them, and staff needs to be familiar with them.

One of the purposes of carrying monitoring activities is to improve program implementation. This therefore means that data collected during monitoring activities need to be analysed, be interpreted into meaningful information and be used to improve programs.  At the end of each monitoring cycle, a report should be written stating the findings from carrying out monitoring activities, the good points that need encouragement and the weak points that need reinforcement. Recommended steps to be taken to improve the program implementation should be clearly stated and newly identified indicators, if available, should be stated in the report.
6
SESSION SUMMARY
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In this session, you were introduced to the concept of “monitoring”. The purposes of carrying out monitoring have been discussed and the steps to be considered when carrying monitoring activities have been described.  The next session will explore the concept of “evaluation”.
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Unit 2 - Study Session 2

Defining evaluation

Introduction 

Welcome to the second, and last, session of Unit 2, where we explore what evaluation is. By the end of this session, you should be able to explain to another what evaluation is, why we do it, and be able to point out the differences and links between monitoring and evaluation.
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LEARNING OUTCOMES OF THIS SESSION
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	By the end of this session you should be able to: 

	· Define the concept of evaluation

· Identify the links between monitoring and evaluation

· Identify the differences between monitoring and evaluation

· Identify the barriers to evaluation




2
READINGS
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The readings for this session are listed below. You will be directed to them in the course of the session. Use the first author’s surname to find the reading in your Reader. 

	Author/s
	Publication details

	Feuerstein, M-T.
	 (1986). Ch 1 - Understanding Evaluation. In Partners in Evaluation: Evaluating Development and Community Programmes with Participants. London: Macmillan: 1-7.

	Feuerstein, M-T.
	(1986). Ch 1 - Understanding Evaluation. In Partners in Evaluation: Evaluating Development and Community Programmes with Participants. London: Macmillan: 7-12.

	Mwadime, R. et al.
	(1999). Unit 1 – Overview of monitoring and evaluation. In Monitoring and Evaluation of Nutrition and Nutrition-Related Programmes. A Training Manual for Programme Managers and Implementers. The Applied Nutrition Programme, University of Nairobi School of Nutrition and Policy, Tufts University: 1.16-1.24.

	LeMay, N.
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3
DEFINING EVALUATION
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FEEDBACK
When you compare the quality and quantity of a meal with the price you paid, you are determining the value of the restaurant – or evaluating it. When you make a judgment about the reception you received at the hospital or a bank, you are evaluating the service offered by these institutions.

Evaluation is therefore about establishing the worth of a policy, service, activity or whatever is under consideration. It is, therefore, an examination of objectives of service provision, how well these objectives are achieved and at what cost. 
Evaluation is action-oriented and has direct relevance to a programme, project or policy. 

Evaluation is defined as a process to determine (as systematically and objectively as possible) the extent to which programme needs and results have been or are being achieved, and analyze the reasons for any discrepancy.

Evaluation attempts to measure programme relevance, efficiency and effectiveness. It measures whether, and to what extent, the programme’s inputs and services are improving the quality of people’s lives.

Evaluation answers the following questions:

· Is the programme addressing a real, or the right problem?

· Is the intervention correct or appropriate?

· Are additional interventions necessary to achieve the objectives?

· Is the intervention being implemented as planned?

· Is this an effective way of addressing the problem, for example in terms of cost and inputs?
The following readings provide additional input on the subject of evaluation. 
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Feuerstein, M-T. (1986). Ch 1 – Understanding evaluation. In Partners in Evaluation. Evaluating Development and Community programmes with participants. London: Macmillan: 7 – 12.

Mwadime, R. et al. (1999). Unit 1 – Overview of monitoring and evaluation. In Monitoring and Evaluation of Nutrition and Nutrition-Related Programmes. A Training Manual for Programme Managers and Implementers. The Applied Nutrition Programme, University of Nairobi School of Nutrition and Policy, Tufts University: 1.16-1.24.
4
WHY DO WE EVALUATE?
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We have mentioned before that in everyday contexts “evaluating” equates with establishing the “worth” or “value” of something.

In programme terms, you may be aware that evaluation is often challenging, can be complex and always consumes time and resources. It may deplete the very resources which are also required to implement programmes or deliver services. So, the question in such circumstances is: “Why evaluate?”


FEEDBACK

Compare your views with our input; there are many individual viewpoints on why we evaluate programmes but, essentially, these fall within the categories noted below. Please note the key points. These points form the basis of, and inform, all formal programme evaluation activities.

Evaluation is carried out for measuring programme effectiveness, and evaluation processes and may be used to:

· To demonstrate to planners, donors and other decision-makers that the programme activities have achieved measurable improvements. 

· Monitoring and evaluation can also indicate whether and where resources are being used efficiently and where strategies for resource allocation may need to be considered, or reconsidered. 


FEEDBACK
The specific definition of programme effectiveness will be programme specific, but we can mention the following:

· Is the programme doing what it set out to do? Or, Is the programme succeeding in what it set out to accomplish?

· Is it providing a useful – or needed – service?

· Is it providing services to the intended audience?

· Have there been measurable changes – improvements – in the conditions that the programme set out to address?

· Have resources been used efficiently?

5
LINK BETWEEN MONITORING AND EVALUATION
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In Session 1 of this Unit, we defined monitoring as:

… a process of continuous and periodic surveillance of the physical implementation of a programme, through timely gathering of systematic information on work schedules, inputs, delivery, targeted outputs, and other variables for the programme, in order to have the desired effects and impact. 


FEEDBACK

Although monitoring and evaluation have a different definition and purposes, they and as we carry on, we will discover that they are dependent on one another.  

The following diagram links monitoring (here referred to as “process evaluation”) and evaluation. 

Looking at the following figure, you will notice that monitoring activities focus on programme inputs, such as use of logbooks to record trips undertaken, purpose of the visit and kilometers traveled, in order to assess if they are used as intended, the process of implementation and also the outputs of the implementation. 

[image: image11.emf]
Figure 1: Link between monitoring & evaluation
Note that: 

· Monitoring activities focus on programme inputs, such as use of logbooks to record trips undertaken, purpose of the visit and kilometers traveled, in order to assess if they are used as intended. 

· Monitoring also focuses on project activities or processes, in order to determine if activities aimed at achieving objectives are undertaken correctly. For example, in order to determine if feeding of children is carried out correctly you may monitor feeding activities, which includes, the amount of feeds given if they correspond to the amount prescribed, whether the child drinks eagerly or not, whether the child finishes the feeds, whether the correct amount is recorded on the feeding chart, if left over feeds are reoffered or not. If feeding of children is inappropriate it might lead to weight loss instead of weight gain.

· Finally, monitoring focuses on outputs.  If you intend to train 20 paediatric staff on the implementation of WHO guidelines by the end of the year, you may have to monitor how many staff members are trained per quarter. 

Evaluation, on the other hand, focuses on outcomes; for example, you may compare the number of children who were fed soon after admission (within 30 minutes) before and after the program implementation. 

The collection of impact indicators is done as part of the evaluation. This is related to the goal of the programme and helps answer the question whether “the difference in the outcome [of interest] between having or not having the program or intervention”. (USAID (2010: 6)

Monitoring and evaluation overlap in the area of outcomes and outputs. 

Outputs and outcomes can be monitored on an ongoing basis and evaluated at the end of the programme.

EXAMPLE

In a programme aimed at improving the management of severely malnourished children and reduce case fatality rates (the number of children dying due to severe malnutrition) during hospital admission, monitoring activities may include the following:

Input:  Availability of trained staff; availability of supplies needed to care for these children (milk, antibiotics, etc.).

Processes: How feeding activities are carried out, for example, recording of left-over feeds, reoffering feeds to children who do not finish their feeds during routine feeding time, and inserting a naso-gastric tube to feed children with poor appetite to ensure that children get all required feeds.

Output: Number of children who receive feeds 3 hourly day and night.

Outcome: Increase in the number of nurses who treat children according to the “ten steps”, for example give antibiotics as prescribed, feed children 3-hourly day and night.

Evaluation will include comparing the % of children who had died at baseline to those dying after paediatric staff had received training on the implementation of the ten steps for the management of severe malnutrition.

Table 2 summarises the differences between monitoring and evaluation.


Table 2: Differences between monitoring and evaluation

	Monitoring

	Evaluation 

	Continuous 
	Periodic; at important milestones e.g. mid-term, end of term.

	Keeps track of activities and documents progress
	In-depth analysis; compares planned versus achieved (objectives versus out puts, outcomes and impact).

	Focuses on inputs, activities and outputs, and implementation processes, for example participatory.
	Focuses on outputs in relation to inputs, results in relation to cost, processes used to achieve results; overall relevance; outcomes, impact and sustainability. 

	Answers what inputs and activities were implemented and results achieved.
	Answers why and how results were achieved; and why not. Contributes to building theories and models for change.

	Focuses on planned results
	Captures on planned  and unplanned results

	Alerts managers to problems and provides options for corrective actions.
	Provides managers with strategy and policy options

	Self-assessment by programme managers supervisors, community stakeholders and donors. 
	Internal and /or external analysis by programme managers, supervisors, community stakeholders, donors and or external evaluators.

	Usually accepts design
	Usually free to challenge design


For more on evaluation.

READING

LeMay, N. (2010). Ch 8 – Managing information: monitoring and evaluation.  Cambridge, USA: Management Sciences for Health: pp8:1 - 8:11.

Available: www.msh.org
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BARRIERS TO EVALUATION
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In this section, we are going to identify barriers to evaluation.

Many programmes are not evaluated; because of this, it is difficult to establish what works and what does not, which makes it very difficult to roll out or scale them up.  


FEEDBACK
Compare your examples and reasons with the following response.

Programme managers often resist evaluating their programmes for the following reasons:

· Lack of time, knowledge /skills and fear of change.

· Poor project design, e.g. monitoring and evaluation was not built in, and so would mean additional workload, and a restricted budget.

· Stakeholders may expect positive results and question the value of monitoring and/or evaluation if it yields negative findings.

· Stakeholders may be concerned that monitoring/evaluation results might be negative.

· Monitoring and evaluation is sometimes seen as “police work” or a fault-finding exercise.

· Stakeholders may argue that monitoring and evaluation resources, not just money, but staff time, would be better spent on expanding the programme.

7
SESSION SUMMARY
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We have come to the end of the session on evaluation. In this session, we clarified the nature and purpose of evaluation; we also discussed the similarities and differences between monitoring and evaluation (and their purposes). Finally, we identified some of the possible barriers to evaluation in programme – these provide clues as to why evaluation may sometimes be avoided, and supply a hint about areas that may need to be addressed in order to promote evaluation activities.

In the next unit, we will look at programme development – including the development of goals and objectives and a programme conceptual framework. 
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TASK 1 – Clarify Key Concepts





Before you begin to work on this unit, I would like you to spend a few minutes jotting down what you understand by the term “monitoring”.





Monitoring


____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________





TASK 2 – Revise your understanding of the term “monitoring”





How has your understanding of the concept of monitoring changed after this section? Jot down your new understanding, listing those things you had not noted in Task 1.


________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________





TASK 3 - Reasons for undertaking monitoring activities





Since you are now familiar with the definition of monitoring, take few minutes to think about the reasons for monitoring programs. Think of your own program or any program that you are familiar with. Make your own notes.


__________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________





TASK 1 – Clarify Key Concepts





Before you begin to work on this unit, I would like you to spend a few minutes jotting down what you understand by the term “evaluation”.





Evaluation





____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________








TASK 2 - Why do we evaluate? Jot down ideas on why programmes are evaluated 





Please take few minutes to think about why programmes are evaluated. Jot down notes in the margin.








TASK 3 - The goal of evaluation





From the point above, how do you define “programme effectiveness”?








TASK 4 - Compare the key points of evaluation and monitoring





Read back on how we have defined evaluation,





What points do you note that are in common between the two activities?








TASK 4: Identify barriers to evaluation in programmes





From your own experience,





What are some of the barriers that prevent programme managers from evaluating programmes?





To what extent do you believe that health workers are open to evaluating their failures – programmes or interventions which have failed, or identifying and acknowledging weaknesses in existing or ongoing programmes? Cite some examples. 
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