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MONITORING AND EVALUATION


.

THE DIFFERENCE BETWEEN MONITORING AND EVALUATION

Monitoring entails checking regularly on the implementation of the work plan you agreed on with the consultant. You check to see if the inputs, deliveries, work schedules, and other required actions and targeted outputs are proceeding according to plan. By checking along the way, you can provide information or observations to assist the consulting process and ensure that the final products or outcomes are what you want.

It is not unusual to have problems, misunderstandings or miscommunication during a consulting assignment. The larger and more complicated the project, and the more people involved, the more likely it is that these things will occur. If there are any problems, misunderstandings or miscommunication, monitoring allows timely action to make corrections.

Evaluation takes place either at some point during a consulting contract or at the end to see if the overall objectives of the contract have been met. Evaluation is a process that attempts to determine in a systematic and objective way the relevance, effectiveness, efficiency and impact of the consulting contract in the light of the objectives specified in the contract.

The purpose of evaluation is either to improve the implementation of the contract work while it is taking place (a formative evaluation), or, if the evaluation takes place at the end (a summative evaluation), to see how well the contract has achieved the purposes that were set out. Evaluation may be required during the course of a consulting contract for the following reasons:

· the assumptions that were in place at the beginning of the contract change, which affects the work of the consultant in some way 

· the contract period is long and/or the work is complex and it is necessary to see if the objectives of the assignment are being achieved 

· there may be differences of opinion on the side of the client (among various internal or external stakeholders) about whether the objectives of the consulting contract are being reached. 

Monitoring and evaluation are closely related but used differently, as the table on the next page illustrates. Monitoring a consulting contract is essential, evaluation is optional.

Complementarity between monitoring and evaluation

	Item 
	Monitoring 
	Evaluation

	Frequency 
	Periodic, regular 
	Episodic

	Main action 
	Keeping track, oversight 
	Assessment

	Basic purpose 
	Improving efficiency, adjust work plan 
	Improving effectiveness,impact, future programming

	Focus 
	Inputs, outputs, processes, outcomes, work plans impact, 
	Effectiveness, relevance, cost-effectiveness

	Information sources 
	Routine or sentinel systems, field observation, progress reports, rapid assessments
	Same, plus surveys, studies

	Undertaken by 
	Program managers, community workers, community (beneficiaries), supervisors, funders 
	Program managers, supervisors, funders, external evaluators, community (beneficiaries)

	Reporting to 
	Program managers, community workers, community (beneficiaries), supervisors, funders 
	Program managers, supervisors, funders, policy makers, community (beneficiaries)


Adapted from: Unicef 1991

MONITORING

Monitoring in terms of the work plan
Effective monitoring begins with a good project plan or work plan. The project plan or work plan in the proposal is usually not the final one. The proposal will have outlined the methods and tools that the consultant will use. However, the consultant will not have provided the actual questionnaires, presentation material or other documents because they are commercially confidential.

Usually you hire a consultant based on a combination of their proposal and their reputation and references. These give you confidence that they can do the job and can produce the tools and techniques to do so.

Some people like to develop a detailed work plan before signing the contract so that it is part of the contract. Others like to state in the contract that a work plan is required as a first stage of the implementation of the contract; the contract may spell out broad milestones and major deliverables, but not intermediary ones. In this case the detailed work plan follows the signing of the contract.

There should be a clearly defined output associated with each major task or step that does not require a subjective judgement. Either it has been completed or it has not. If it has not been completed, the client should be able to describe precisely what is missing in order for the milestone or deliverable to be complete.

When the actual work plan (as opposed to a proposed one) is put forward by the consultant, the client, in discussing it and accepting it, must decide how detailed it should be and give reasons.

Monitoring of outputs not inputs

Outputs and outcomes are more important than inputs because it is results that count. If a service provider is hired to produce a business plan to secure project funds as part of a land reform project, for example, you should not be paying the consultants solely on the basis of their input. How would you be able to judge their input objectively? In this case even the output - the business plan - is not the fundamental element of the project. What is fundamental is approval of the business plan, which unlocks funding for the project. Ideally, therefore, the compensation to the consultant (or the bulk of it) should be tied to the approval of the business plan.

Monitoring for results simplifies the monitoring process. 

Let us say that the consulting assignment is to clear up a backlog of verifications of references and employment of people who have been hired by the public service. In this case, to monitor is to record on a regular basis the number of human resources files that are completed and the outcomes. That number is the indicator to be monitored.

An indicator may be qualitative rather than quantitative. Indicators of the performance of a consultant hired to facilitate better communication between a unit of government and an important constituency, for example, might be an increased level of satisfaction, to be assessed perhaps through random interviews.

Good monitoring requires good communication

The first planning meeting, which usually takes place after the consultant has been commissioned, should be the start of frequent and continuous dialogue between the project manager and the consultant. Monitoring is not passive. For example, monitoring is not just the act of receiving a report.

Too often a project manager commissions a consultant and does not allow enough time to monitor the consultant. If a consultant produces an outline or an interim report, the client should ensure timely and thoughtful review and feedback. While the reason for commissioning a consultant may be that a manager does not have the time to do the task himself or herself, it does not absolve the manager of the responsibility of doing so.

If there has been ongoing communication, there should be no surprises by the time the project manager receives a report. If there are issues that arise from a report where there has been good communication, they will be about presentation or tone rather than core content.

Ways to monitor

There should be regular contact sessions for review purposes so that the consultant can advise the client about: a) progress; b) problems; and c) unexpected benefits. These sessions are also opportunities to receive new and relevant information from the client. 

The question of what to monitor and what to report should have to do with the nature of the work of the consultant and who needs to know about the consultant's work. For example, if the consultant is providing technical assistance services after training, then there may be a report form indicating what types of technical assistance was provided to which staff members. It may be important to know the type of technical assistance provided. In this case the reporting format is guided by the objectives of the technical assistance.

In addition to regular meetings or activity reports, other ways to monitor include:

· regular monitoring of indicators 

· keeping a diary of all project activities 

· taking regular photographs of project activities and work sites 

· regularly summarizing and graphing the results of indicators 

· holding regular meetings to review monitoring information and assess the progress of the project 

· holding workshops to discuss project progress with group members 

· displaying the results of project monitoring in a public place. 

When things do not go as planned

A plan is just that, a plan. Sometimes plans must be adjusted. The types of assignments where this can happen include those that require interactions with a number of parties or those involving strategy or analysis. In the first type, the availability of others may modify the schedule. However, part of the expertise and efficiency expected of the consultant is to access designated people in a timely fashion. If the project manager has a role in providing access, then this should be spelt out in the project plan.

In consulting assignments involving strategy or analysis, the findings at any given point sometimes determine how to proceed to the next point. If a consultant is doing a human resource development needs assessment and then conducting a training session, for example, the project plan may spell this out as two separate phases. Phase 2 would be contingent on acceptance of the findings of Phase 1, the needs assessment.

From a monitoring perspective, an adjustment in the project plan is a normal step to take as part of effective monitoring. This may require a modification of the payment plan, if it is connected to specific milestones and deliverables.


EVALUATION

As stated earlier, evaluation is undertaken for a particular purpose and audience. The project managers may want to assess for themselves that the consulting assignment is producing the type of information required. This type of evaluation can be informal and is closely related to monitoring.

Or the assignment may have been to develop and conduct an organisational development intervention that may have represented a radical change in the way of doing things, or that sought to correct a problem. In this case, a separate, external evaluation of the consulting assignment may be called for to see if the consultant achieved the stated objective.

An evaluation goes beyond monitoring. An evaluation usually takes data collected during monitoring and analyses them, asking why particular outcomes have happened.

Some examples of evaluation activities include:

· surveying participants at project events 

· conducting surveys, interviews or focus groups with people involved in or affected by the project 

· holding a mid-term project review 

· soliciting feedback at some point during the project plan from stakeholders in the process 

· using external people to conduct aspects of the evaluation that require independence. 

For extensive and detailed information on evaluation visit Resource Pack on Evaluation on Education Support Program Learning Community – www.osi.hu/esp/resource
REPORTING

Monitoring and controlling the projects generate reports. During the life of a project there will be a number of reports developed by the consultant and others by the project manager.

Reports need to be generated at critical stages of the project:

· when important milestones are reached 

· when unusual variances or risks have occurred and need to be documented 

· at the end of specific phases of the project, for example, the diagnostic phase, at the end of a pilot phase, and so on 

· at the end of the project. 

Different projects will require different formats and criteria for progress reports. Generally they consist of the following (adapted from Shenson 1990):

· activities accomplished since the last progress report 

· planned activities that will be undertaken or accomplished between now and the next progress report 

· problems encountered in accomplishing these activities 

· problems anticipated in the next reporting period 

· suggestions for the organization as to what it could be doing to speed along, improve or otherwise help the consultant's work. 

The following points are important to remember:

· Clearly define criteria and format of reports, for example, are they actuals against estimates, costs, timeframes, deviations from the plan? 

· Identify reporting dates at the start of the project. 

· Be clear on who signs what reports - is it the project manager, the people who compile the report, the consultant or both? 

· Aim to keep the reports simple and user friendly. They should be: Clear, Concise, Complete, Correct and Courteous. Never use a big word when a small one will do. 

Remember that monitoring and evaluation are management tools - they exist to work for you.

Sources:

OSEP-SEE Terms of Reference, written by Terrice Bassler

A Guide to Managing Consultants, European Union Parliamentary Support Program

Monitoring Methods, UNICEF, http://www.unicef.org/reseval/methodr.html
Monitoring of Projects in SEE Examples, UNICEF

http://www.unicef.org/reseval/evaldb/region.html#CEECIS
Shenson, Howard.  Shenson on Consulting:  Success Strategies From “The Consultant’s Consultant.”  John Wiley & Sons, Inc.,1990

Evaluation – Was the Consultant Effective?








Check activities and outcomes against the terms of reference.





Did the consultant’s visit help you make a large step toward the realization of your program goals?





Ask the consultants to evaluate their own visit.





Share results of the consultant’s visit (report of consultant as well as any written, evaluation) with your executive director, Board of Steering Committee, Regional Director, etc. This is an excellent way to help other parts of the network reap the benefits of the visit. And, they may be able to provide you with valuable feedback on the consultant’s conclusions.











