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ADESS
AWPB
CAR
CAU
CDB
DFT
DIW
DoLA
DoWVA
DSA
ExCom
FP

FU

1A
IFAD

-KAP

LAU
LDF
M&E
MEF
Mol
MoP
MoWVA
NCSC
NGO
NREM
PBC
PDP
PDIP
PDoP

Abbreviations

Asian Development Bank

Agricultural Development Support to the Seila Program
Annua] workplan and budget

Council for Administrative Reform

Contract Administration Unit (of the PRDC ExCom)
Commune Database

District facilitation team

District Integration Workshop

Department of Local Administration (Ministry of Interior)
Department of Women and Veteran’s Affairs

Daily subsistence allowance

Executive Committee (of the PRDC)

Focal Point, or Focal Person

Finance Unit (of the PRDC ExCom)

Implementing Agency

International Fund for Agricultural Development
Knowledge — Attitude — Practice

Local Administration Unit (of the PRDC ExCom)

Local Development Fund

Monitoﬁ.ﬁg ahd evaluation

Ministry of Economy and Finance

Ministry of Intenior

Miuistry of Planning

Ministry of Women and Veteran’s Affairs

National Committee for Support to Communes/Sangkats
Non-governmental organisation

Natural resource and environmental management
Planning and Budgeting Committee (of the Commune Council)
Provincial Development Plan

Provincial Development Investment Program

Provincial Department of Planning
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PET
PID
PIF
PMEU
POLA
POU
PRDC
SCD
STF
STES
ToR
TSS
TSU
UNDP
WB

Provincial facilitation team
Project Information Database

Provincial Investment Fund

Policy, Monitoring and Evaluation Unit (STF Secretariat)

Provincial Office of Local Administration
Program Operations Unit (STF Secretariat)
Provincial Rural Development Committee
Seila Contracts Database

Seila Task Force

Seila Task Force Secretariat

Terms of reference

Technical Support Staff

Technical Support Unit (of the PRDC ExCom)
United Nations Development Program
World Bank
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1.2

Purpose of the Seila Program M&E Manual

This manual presents the Seila monitoring and evaluation (M&E) system for the Seila
program 2001 - 2005. The purpose of this manual is to help people involved in the Seila
program to understand what monitoring and evaluation are, what the roles and
responsibilities are for people involved in implementing and managing the Seila program
at the different levels, and how such monitoring and evaluation is done.

The manual is meant for use by national and provincial' level Seila staff and Seila
program implementers. Efforts have been made to keep the system, formats, reporting,
and processes to a minimum, and as straightforward and simple as possible for the users.
However, the Seila program is a large program, implementing and testing deconcentrated
and decentralized systems and policy. So, besides regular monitoring and evaluation of
activities, outputs and finances, extensive lesson learning, policy analysis, dialogue and
documentation are also part of the Seila program activities.

The Seila program M&E manual does not stand on its own: it is part of and refers to
other management systems and guidelines, both Royal Government of Cambodia ones
and Seila program specific ones, that are used to implement Seila program activities in
order to achieve the program’s goal and objectives. The most important Seila program
guidelines and systems are described in the Seila Program Operations Manual, the Seila
Program Administration Manual and the Seila Program Finance Manual.

A number of databases have been developed to help analyze, store and report information
in support of Seila program implementation. Some of these databases are still Seila
program specific (e.g. the Seila Contracts Database); other databases have already been
institutionalized in mainstream Government structures (e.g. the Commune Database in
the Department of Planning), or will most likely be institutionalized in the near future
(e.g. the Project Information Database, which will replace the Local Development Fund
database). The people who work with these databases will need to refer to the manuals
available for each of these databases.

Scope and Limitation of the Seila Program M&E Manual

The Seila M&E manual is based on the experiences, activities, systems and formats
developed in the Seila program since 1996. In the coming years, the M&E system — like
the Seila program itself — will continue to change. There will be changes at all levels
because of new developments related to decentralisation and deconcentration, the
elaboration of national policies, and the promulgation of regulations and guidelines to
implement these. The Seila program, and its M&E system, will need to be reviewed and
adjusted to adapt to these changes as good as possible. '

1

For ease of reading, in this manual, the words “province” and “provincial” are used throughout, as a shorthand

for “province/municipality” and “provincial/municpal”. Similarly “district” is used for “district/khan”, and

“commune” for “commune/sangkat”.
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This Seila program M&E manual does not give answers to every question. Users will
often experience a certain sense of frustration, as they feel insufficiently guided and
helped by the current manual in how exactly to implement and manage Seila program
M&E activities. This manual is rather like a foundation on which to build Seila program
M&E as it is implemented in the different provinces, in the participating ministries and
agencies at the national level, and — to the extent possible — in other programs that are
linked to the Seila program. As the M&E system that is described in this manual gets
implemented, more specific examples of Seila program M&E implementation will be
compiled, thus drawing on the broad and varied Seila program experience at national and
provincial levels. Such compilation of examples, although never complete, will help to
revise this M&E manual, and make it more useful for future use.

It will take time to fully establish the Seila program M&E system. Many people are
already involved in Seila program implementation, and more will become involved over
the next few years. Some people already know parts of the Seila program M&E, but even
for them there are aspects which are new and which they need to learn and apply. Others
will be completely new to the Setla program or to monitoring and evaluation. For them,
capacity building and training will need to start with an explanation of the Seila

program’s goal and objectives and the basic concepts and methods for monitoring and
evaluation.

It is important to remember that the key aspects in monitoring and evaluation are:
learning to understand what questions to ask, who to ask them to, and where to look for
data and information to answer the questions. But this is only half the picture. The
information obtained from analyzing the data, and the lessons learned must also be used
to improve program and project implementation, and to inform policy-making, thereby

helping people and institutions at all levels to become more effective in reducing poverty
in Cambodia.

1.3 Structure-of the Seila Program M&E Manual

This manual is divided into seven Sections. The next section, Section 2, presents the
concepts ard principles of monitoring and evaluation in the Seila program. It includes the
definitions of monitoring and evaluation, the objectives of the Seila M&E system, the

relationship of M&E with the Seila program logframe, and a short description of roles
and responsibilities of actors at the different levels.

Because the Seila program is a big program which, as of March 2003, covers the whole
country, thereby involving many people and operating at different levels, it was decided
to give the detailed description of the M&E system for each level separately. The
Sections 3 and 4 deal respectively with the Seila M&E system at national and provincial
level. Each Section describes the Seila program management structure relevant for that
level, the M&E system with the indicators and means of verification, the roles and
responsibilities, and suggested capacity building for M&E.

introduction
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Section 5 deals with commune M&E. Since the Commune Council elections of February
2002, the implementation of development activities and delivery of services at this level
are governed by Government regulations and procedures, rather than Seila program ones.
The commune M&E system 1s however not fully developed yet, and the purpose of this
Section is therefore rather to serve as a reference for provincial staff, to help Commune
Councils setting up their M&E system and building their capacity. It is anticipated that a
separate, simpler and more appropriate handbook on commune monitoring and
evaluation for use by the Commune Councils will be developed later.

The last Sections in the manual are Section 6, which gives some general information on

data collection and analysis, and Section 7 which deals more specifically with reporting
and the use of information.
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2.1  Monitoring and Evaluation

2.1.1 Seila Program Definitions of Monitoring and Evaluation

What do monitoring and evaluation mean? There are no standard, universally accepted
definitions of monitoring and evaluation. The definitions that are currently used in the
Seila program are:

Monitoring is the periodic and timely collection of information about the progress of a
contract, project or program, to determine if activities are being implemented as planned.
It is an ongoing process that forms a normal part of day-to-day work. It is always internal
to the program. The information is used to make decisions about improving the
management and implementation of the project or program.

Monitoring is done continuously during the implementation of the program or project and
collects directly available information about activities and outputs. It checks that
activities are being implemented as planned. Staff monitor as part of their day-to-day
work and use the information in order to assess progress, improve the quality of
implementation and make adjustments: results of monitoring can lead to changes at the
level of activity planning. Changes, however, are only necessary in case problems are
identified or if things are not going according to plan. Monitoring information is also
used as an input for evaluation. '

Monitoring therefore serves three purposes:

1. To enhance accountability. Monitoring helps to demonstrate and verify that
activities have been implemented in line with the given mandate, according to
plan and in the prescribed manner. '

2. To improve management and decision-making. Through monitoring,
information is obtained on overall progress with project or program
implementation, and on issues or problems that emerge and which need to be
addressed.

3. To encourage learning. By doing project or program monitoring, the people
involved in the project or program become more aware of what works well and
what not, and they can make adjustments so that project or program
implementation in future may be more successful, or that the lessons learned are
used in the design of other projects or programs, or for overall policy making.

Evaluation is a process to determine the impact and effectiveness of a project or program in
order to use lessons learned. It does this by determining the achievement of goals and
objectives. Project or program evaluations are separately scheduled activities performed at
specific intervals by project/program staff (internal evaluation), people who are not involved
in the project/program (extemnal evaluation), or a mix of both.

Concepts and principles of M&E in Seila 2.1



Evaluation is done at fixed points during and after implementation and often collects
more detailed information. Evaluation checks whether the goals and objectives of the
program or project are being reached. The results of evaluation are used to judge the
impact on the target population, to adjust objectives and project or program design, and
to decide about the future of the program or project.

2.1.2 Similarities and Differences between Monitoring and Evaluation

The decision what to monitor and evaluate is strongly influenced by the logic behind the
project formulation (see the graph below'). The decision to implement a project is often
rooted in a problem, or to make use of an opportunity. The problem or opportunity is
identified and goals and objectives are set, which the project implementers try to reach by
using resources to undertake actions that produce outputs, which hopefully will result in
the expected outcomes.

Identified Priorities and funding
problems guidelines

N Y
L Vision T

is the basis for

g N
project goals and
objectives
which require
{ T
inputs
L (3, skills, materials) )
that enable
actions
L )
which result in
4 N
outputs
A\ J
ultimately leading to

outcomes '
A\

' Source : Woodhill, Jim and Lisa Robins, 1998, Participatory Evaluation for Landcare and Catchment Groups :

A Guide for Facilitators, Greening Australia, Yarralumla, Australia
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Monitoring and evaluation will normally focus on three levels:

» Monitoring of inputs, which tell us what resources are used to implement the
activities:
o project finances (to pay for materials and labour costs)
o time, materials, equipment and funding contributed by the community

» Indicators of outputs, which tell us about progress and the level of activity:
o what is being built or being implemented _
o whether the project is being implemented on schedule
o the observations, feelings and concerns of the people involved in the
project about how well it is working

» Indicators of outcomes, which tell us if the project is successful:
o use of the new or upgraded infrastructure as intended
o application of newly acquired skills and knowledge
o changes in attitudes

In monitoring and evaluation, the key questions often relate to appropriateness or
relevance, effectiveness and efficiency of the activities that have been done.

Appropriateness or relevance — Was the project a good idea? Were the goals and
objectives well chosen, considering the needs of the people, and the
circumstances in which the activities had to be implemented? Were the
proposed activities a sensible use of the available resources (money and
time) for the existing problems?

Effectiveness — Did the project work? Did it achieve its stated goal and objectives? If
not, was it because a good project idea was badly implemented?

Efficiency = — Was the project implemented in the best possible way? Were the
resources used efficiently, or could the same results have been achieved
more quickly or at a lower cost?

These considerations of appropriateness, effectiveness and efficiency also relate back to

‘the logic of the project, as illustrated on the next page.

When a project is being implemented, or a service is being delivered, the first focus of
monitoring is the monitoring of inputs, outputs and efficiency. Are the resources which
are needed to implement the activity available? If yes, are the outputs obtained as

planned (in the expected quantity and with the expected quality, and in the time planned
for it)?

At the end of a project, or towards the end of the year when work on preparing the annual
report starts, the focus of monitoring shifts more to monitoring of outcomes and
assessing impacts. Is the new infrastructure being used as planned, without difficulty? Is
the service which has been delivered giving the expected results? Can one see any
changes in the situation now, compared to what it was before the project was
implemented or the service delivered?

Concepts and principles of M&E in Seila 2-3



A range of indicators, which form the backbone of a2 monitoring and evaluation system,
provides the answers to the above questions.

\
- f """"""""" \ Vision
appropriateness v
.
( project goals and
___________________ L objectives
[ inputs. |
L($, skills, materials) ? A
effectiveness | actions } efficiency
v A cost-effectiveness

[ } ........ ...

v

[ S F outcomes } ----------------------- A

2.2. Seila Program Overview

The Seila program is a national effort to achieve poverty reduction through improved local
governance. The development goal of Seila is: “To contribute to poverty alleviation through
good governance.” Seila’s immediate objective is: “To institute decentralized systems and
strategies to manage sustainable local development.” This objective will be realized through
three program outputs:

1. Related institutions at all levels strengthened and effectively implementing the
decentralized and deconcentrated systems;

2. Efficient and effective services and investments provided for local development;

3. Contribute to the improvement of policy and regulations for decentralization,
deconcentration and poverty alleviation. -

The Seila program operates at the national as well as the sub-national (province and
commune) levels. At the national level the program focuses on the development and
refinement of systems and regulations, and assistance in policy development; at the sub-
national levels, the program focuses on establishing more capable and accountable
institutions, and promoting partmerships and dialogue. In addition, Seila supports poverty

Concepts and principles of M&E in Seila 2-4



alleviation by providing capital for investment in public infrastructure and services, and the
development of sustainable systems for improved local governance and development. A third
core component of Seila is the support for capacity building at national, provincial, district and
commune levels.

More detailed information on the Seila program, its management structure and systems, can
be found in the Seila Program Document and the Seila Program Operations Manual.

2.3 The Secila Logframe and M&E

One approach which is often used in designing a program or project is the logical
framework approach. This approach helps to analyse and identify what a program or
projects wants to achieve, and how to achieve it. The information from the analysis is
usually given in the form of a table or matrix which is also known as the project matrix or
the logframe.

The columns of the logframe give summary information on:

= Objective hierarchy: It specifies what the project or program intends to achieve, from the
Jevel of an overall goal down to specific activities. The logical framework approach is
based on a “means-end “ logic: if the planned inputs or resources (money, materials,
people) are made available, then certain activities can be performed, which — if our
planning assumptions are correct — will produce specific outputs. These outputs in turn are
means to achieve certain objectives, which in turn may serve to achieve wider objectives.
The objective hierarchy for the Seila program, as mentioned in the program design
document, is given on the next page’.

s Key Performance or Verifiable Indicators: These are the performance questions and/or
key indicators that will be used to monitor progress and overall achievement.

=  Means of Verification: The mechanisms or instruments that indicate how these indicators
.will be monitored or where the data can be found.

= Assumptions and Risks: The assumptions behind the logic of how activities will
eventually contribute to the goal, plus associated risks for the project if assumptions tum
out to be incorrect.

The Seila program logframe forms the basis for the program overall, and to formulate the
national annual workplan and budget. The process of annual workplan preparation helps
to ‘translate’ the program strategy, as summarized in the logframe, into an operational
workplan and budget that are clear to staff and partners. The purpose of the workplan and
budget are to make clear to staff and implementing organizations what they are expected
to do, when and how, and with what resources. The workplan guides daily
implementation. '

2

The wording of some logframe entries (as given in the Seila Program Document 2001-2005) has been changed,
to make it conform with the conventions suggested in the IFAD, 2002, A Guide for Project M&FE manual.
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Goal
Contributed to poverty alleviation through good govemance.
Objective

To institute decentralized systems and strategies to manage sustainable local development.
‘ Output 3

Contributed to the
improvement of policy and
regulations for
decentralization,
deconcentration and
poverty alleviation.

Output 1 ‘ Output 2

Efficient and effective services
and investments provided for
local development.

Related institutions at all levels
strengthened and effectively
implementing the decentralized and
deconcentrated systems.

financing and management

systems, including: definition of

services and construct
infrastructure in

Activities Activities Activities
1.1 Assist in the refinement of 2.1 Government, Private 3.1 Establish and
decentralized planning, Sector and NGO's provide implement policy

oriented evaluation
system.

roles and responsibilities, accordance withplansand 32  Disseminate lessons
establishment of guidelines, good management from experience.
building of capacities, and practices. 33 Contribute to
provision of resources. Monitor and supervise national policy on

1.2 Establish and strengthen services provided by decentralization and
national, provincial and national, province and deconcentration.
commune ievel mstitutions as commune levels to-ensure .

) 3.4 Contribute to
necessary for the implemen- local and external . )
tation of decentralised planning, resources (financial and national pol19y on
financing and management. h ded on poverty all'e viation,
g g human) expen gender main-

1.3 Train and motivate national, investments and services streaming and
provincial and commune level are utilised efﬁCiently natural resource
officials to promote and (financial efficiency and management
implement decentralised accountability) and programs
systems for investment and effectively (quality of implemented b
services delivery. ’ investments and services). Ministries y

1.4 Implement guidelines and Evaluate the impact of
systems for decentralised Seila on the accountability,
planning, financing and accessibility, affordability,
management of investments and equity and sustainability of
services. services and investments.

1.5 Establish mechanisms for

Govemment, civil society and
private sector for consultation
and partnership on decentra-
lised governance at.province
level.

1.6 Establish investment strategy
for poverty alleviation.
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It is important to understand that the Seila program, and the planning of the Seila
program activities, is ‘multilayered’: the Seila Program Document 2001-2005 provides
the basis for the national annual level workplan and budgets. This workplan and budget
contains the budget allocations and summary of activities to be undertaken by the Seila
program overall. A more detailed activity plan is developed each year by the Seila Task
Force (STF) Secretariat, the ministries and the Provincial Rural Development
Committees (PRDCs) for the activities they plan to implement. The ministries and the
PRDCs prepare budgets and sign contracts with the Seila Task Force. These workplans
and budgets form the basis for regular monitoring. '

A similar process takes place at the provincial level. The PRDC Executive Committee
(ExCom), implementing agencies and line departments prepare detailed activity plans
and projects and sign agreements with the PRDC.

At the commune level the same principles are being used: Commune Councils prepare
their five-year Development Plan and three-year Investment Program to prepare their
annual budget. Once this has been approved, more detailed project agreements are
prepared between the Commune Council and contractors. The situation for the
communes is somewhat different, because they receive a major part of their funds
directly from the Government, as an allocation from the Commune Fund. In the past, the
communes that were involved in the Seila program, obtained funding from the so-called
Local Development Fund, or LDF, which was managed by Seila.

The Seila program does however still provide resources to the Commune Fund, which
makes it relevant to include commune M&E in this manual as well.

The multi-layered nature of the Seila program also means that the M&E is multi-layered.
National level Seila M&E heavily relies on the M&E which is done in the provinces, and
the provinces in turn partly rely on the M&E which 1s done by the communes.

National Seila Provineial Seil
M&E System rovincial Seila
y M&E System Commune

Seila program 20012005 M&E System
5-year provincial

Seila annual workplan development plan S-year commune

and budget development plan
3-year rolling provincial

Annual ministry contracts development investment plan 3-year commune

investment plan

Annual PRDC contracts Provincial annual workplan
and budget Annual budget

Special studies and

evaluations Annual implementing agency Contracts for commune
contracts . development projects

The performance indicators and the means of verification (or main monitoring
mechanisms) form an integral part of the program design. They are summarized in the
logframe and form the basis for Seila program monitoring and evaluation. It will be clear
that these multiple layers and the ‘commune-level projects in provincial projects in a

Concepts and principles of M&E in Seila 2.7



national program’, make the Seila program and its monitoring and evaluation rather
complicated.

One must therefore keep in mind that the Seila logframe only presents a simplified
version of the Seila program — the Seila program is a very large, multi-dimensional
program, working on different levels. It is-summarized in a four-by-four logframe matrix,
but this matrix provides insufficient detail for effective management or M&E. The Seila
logframe only provides the foundation and broad outline for M&E, but not all or enough
details. To make monitoring and evaluation activities more manageable, what needs to be
done at national and provincial level has been clearly separated. The activities, outputs,
and outcomes at the national and provincial levels still maintain the link to the overall
Seila logframe, and thus ensure that they all — in their appropniate ways — contribute to
the achievement of the overall objective and goal of the Seila program.

The Seila program document 2001 — 2005 also gives performance indicators for
activities. This is normally not done: a logframe usually only provides indicators for
objective and output level and only specifies the necessary inputs for activities. The
indicators for activities have therefore been left unspecified.

Concepts and principles of M&E in Seila 2-8



2.4 The Secila M&E System

2.4.1 The Link between the Seila Program and Seila M&E

The logframe, which presents the program strategy in a systematic manner, serves not
only as the basis for developing detailed activity workplans and projects at the national
level and in each province, but it is also the basis for the Seila M&E system. The figure
below, adapted from an [FAD guide on M&E?, shows how the M&E system links to the
program strategy and operations.

The Seila program strategy
(Explains what will be achieved and how it will be achieved)

basis jg basis
for ) mutual refinement for
The o Detailed
M&E Pi' Developng «__information operational G
System T the M&E _ \::::a TR plan T e
- system bt
=
L
§ ) Gathering and h 4 implementation
S & managing VR,
= .information S,
= field data
£ Reflecti =%
E critically t N Outputs,
ritic 0
© yio outcomes and
- m‘lprove actlon .
impacts

Commumcanng
and reporting
‘results

The logframe indicates what the Seila program hopes to achieve, and how it plans to achieve
this. The general program strategy gets developed into specific operational plans which
indicate what projects will be implemented at what level, what outputs they will give, and
what outcomes and impacts are expected as a result. The purpose of the M&E system is to
gather and give information to what extent this does indeed happen, and to help 1dent1fy ways
on how to implement and manage the Seila program better.

In the above graph the four core tasks of the M&E system (i.e. the development of the
system, the gathering and management of information, the critical reflection to improve
action, and the communication and reporting of results) are shown as tasks which happen

3 Source : IFAD, 2002, A Guide for Project M&E : Managing for Impact in Rural Development, International
Fund for Agricultural Development, Rome, Italy

Concepts and principles of M&E in Seila 2.9



one after the other. In the Seila program (as in many other programs and projects which
are continually evolving), the implementation of these core tasks sometimes overlap, and
the implementation of one core task may actually be more advanced than that of a
preceding one. For example, the Seila program has developed largely on the strength of
its provincial, commune and village experience, and it is only in the current phase of the
Seila program that the support structure at the national level receives more attention.

2.4.2 Considerations for the Seila M&E Systent

Based on the experience of the first phase of the Seila program (1996-2001), the

following considerations were taken into account when designing the Seila M&E system

for the period 2001-2005. The Seila M&E system must:

* be kept simple: it is better to start with something small and workable, and further develop
it over time, then to start with something complex and difficult;

= show or create a clear relationship between the Seila logframe and activities at all levels.

* clearly define key information needs at all levels;

» take into account the roles and responsibilities of different people and their capacity;

» be flexible, adjusting over time to changing policies and systems.

To allow the monitoring of progress of program implementation, and the evaluation of impact
of the program outcomes, an M&E system is needed that provides:
= information to support the focused allocation of investment funds and supports investment

planning;

» information for tracking nrogress of the provision of services and investments at
provincial and commune levels;

= information that allows the evaluation of the effectiveness and efficiency of the systems
and structures that are put into place and are being supported by Seila;

= information that allows the evaluation of impact (on poverty) of the services and
infrastructure provided; and

= feedback about the adoption and effectiveness of policies developed through Seila.

2.4.3 Setting up the Seila M&E System

The above graph shows that there are four core tasks in the M&E system.

1. The development of the M&E system. To monitor and evaluate the Seila
program consistently, there must be a set of common indicators and common
procedures that are used in all provinces. It involves identifying what information

is needed to manage the Seila program well, and how and when to monitor and
evaluate.

2. The gathering and management of information. This involves tracking
information on outputs, outcomes and impacts. Data collection is a central part of
any M&E system, and how this data is gathered and managed is very important.

3. The critical reflection to improve action. Data collection and information
management often takes up so much time and resources, that those who are
responsible for M&E do not have enough time to analyze and study the
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information. What does the data tell us on how to improve the management and
the effectiveness of the projects that are implemented in the Seila program?

4. The communication and reporting of results. It is not enough for the people
who have primary responsibility for M&E to have a good understanding of how
the program does or does not work. This information has to be shared with people
at all levels in the Seila program, so that each, in line with his or her
responsibility, can act upon it, and make the Seila program better. Information on
Seila program achievement is also of interest to the organizations that support or
collaborate with the Seila program.

2.4.4 Key Interest Areas for Seila M&E

Looking at the outputs and activities in the Seila logframe, we can distinguish eight key
interest areas. For each of these, there will be one or more indicators that help to provide
information on what the Seila program achieves. These key interest areas are briefly described
below:

1. Planning: Provides information on the implementation of the Seila and commune
planning and budgeting systems.

2. Implementation and Progress: Focuses on the monitoring of the implementation
of workplans and contracts, and finance matters.

3. Impact: Examines the actual impact, at goal and objective level of the various
investments, implemented projects and activities in communes and provinces,
with special attention to cross-cutting issues (poverty alleviation, natural
resources and environmental management, and gender mainstreaming).

4. Capacity building: Tracks the outcome and impact related to capacity building.

5. Compliance/Systems: Review and analysis of the operationalization, compliance
and actual use, and efficiency/appropriateness of systems for planning, financing,
management, monitoring and evaluation, and information.

6. Management: Monitoring of personnel, administration and management, and
maintenance of the assets and project outputs.

7. Partnership/Coordination: Collaboration and cooperation in planning, funding
and networking.

8. Policy and Strategy: Keeping track how the Seila program’s lessons and
experience in good governance, deconcentration and decentralization are
analyzed and used as input into national policy development. This also includes
the Seila strategies on poverty alleviation, natural resources and environmental
management, and gender mainstreaming.

There are differences in relevance of these key interest areas between the provincial and
national level. There are also differences as to how far the systems, procedures and
instruments to track developments in each of these key interest areas are already developed or
established. The following table shows the status of development as of early 2003,
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Basic monitoring Well established Well established
Plannin system established,
& but needs to be
elaborated.
Not available, needs Well established, . Partly established
Implement- to be developed, database for LDF to
ation and based on Seila be adjusted for
Progress experience with LDF | Commune Fund
projects
Not available, needs Contract evaluation Impact evaluation at
to be developed established, impact goal level not
Impact evaluation not available, needs to be
available, needs to be | developed.
J developed
Not available, simple | Well established, but | Partly established
self-assessment needs some
Capacity method to be adjustments and the
Building developed for development of
Commune Councils standard training
manuals.
Compliance / Not aygi_lable, ne_cds _ vEs.t_‘abli_shed, but needs | Established, but needs
to be developed ‘adjustment for further development
Systems .
Commune monitoring
(Management Not needed Well established Established
Not available, needs Some aspects being Established
Partnership / | to be developed monitored, but needs
Coordination further development
and standardization |
. Not needed Not needed Not available, needs
Policy
( | to be developed

2.4.5 Indicators and Means of Verification

The backbone of any M&E system is the systematic collection of data, and use of certain
means of verification to obtain information on agreed indicators. In the Seila program, the
following definitions and characteristics for indicators and means of verification are used.

An Indicator is an explicit and objectively verifiable measure of expected results. Indicators
are realistic and measurable and allow participants and relevant stakeholders to monitor and
evaluate whether a program or project does, or did, what it said it would do. The indicators of
a program or project are normally decided when the project is being designed.

4

The commune level is included in this table for the sake of completeness. One has to keep in mind that the

monitoring and evaluation at this level is no longer Seila program M&E but local government M&E..

Concepts and principles of M&E in Seila
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The selection of indicators is a very important initial step in establishing the monitoring and
evaluation plan of the contract. For all Seila activities, implementing agencies are required to
identify objectively verifiable indicators. "Objectively verifiable” means that, if different
people use the same measuring process independently of each other, they should obtain fairly
similar results. Indicators can be quantitative (expressed as a number) or qualitative
(describing a condition or change, normally by using words).

Depending on what is being measured, indicators can be input indicators (measuring
something going into the project), output indicators (that measure a result of the project),
or impact indicators (wWhich try to assess the actual change that took place as the result of
the project). Impact indicators are used to evaluate the project or program objective,
while input and output indicators are more closely linked to monitoring.

Means of verification are the monitoring mechanisms that will be used to measure or
track the indicators. They tell how and where necessary information will be gathered, or
what activities must be done to collect the data.

In monitoring, collecting data is part of the day-to-day work. Often data is collected
through informal discussions and observation during field visits, meetings, etc. One can
also develop monitoring forms or checklists to use during field visits to help ensure that
the field visits are used effectively.

For each level in the Seila logframe matrix, indicators have been selected which allow
the measurement of impact (for goal, objective and outputs), or the measurement of
progress (for outputs only: as mentioned in Section 2.3, Seila logframe indicators for
activities have not been included). The means by which the indicators can be verified
have also been specified.

The multi-layered nature of the Seila program also makes that not every indicator is
meaningful or useful for every level. For example, impact on policy formulation is a
national indicator, and is less relevant for the provincial level. The key information needs
are therefore considered separately for each level, which is done in the next Sections. A
complete list of the Seila logframe indicators, their means of verification and likely
relevance to each level is included in Annex 1 of this manual.

The majority of the sources of data for the verification of indicators exist in the form of
Seila systems and records (such as the finance system, quarterly reports or various
databases), but some of these may need further development or revision. There do also
exist sources of information external to Seila, such as the Socio-Economic Survey that is
published by the Ministry of Planning. A third group of information sources are special

studies undertaken at Seila’s request for the express purpose of providing either baseline
data or information about program impact.

As for the means of verification, the Seila program uses a range of M&E tools or mechanisms
and methods. Some of these exist already, but may need some adjustment or revision ; others
still need to be developed. The table below provides an overview by level.
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Databases/
Spreadsheets

M&E Tools and Methods

Commune Database

Project Information Database

AN

||

Commune/Sangkat Monitoring Spreadsheet

Seila Contracts Database

Reports

Annual Report Commune Council

AR

N
L |

Annual Financial Statement Commune Fund-
Mid-year financial Statements Commune Fund

| Monthly Reports Commune Council

" Annual Report PRDC

" Annual Financial Report PIF / Commune Fund

LL\\

} End of Contract Report Implementing Agency

| End of Contract Report PRDC

| Quarterly Reports Implementing Agency

| Quarterly Reports PRDC

' Seila Annual Reports

' Seila Monthly Financial Reports

' Seila Quarterly Reports

Seila Quarterly Financial Reports (to UNDP)

Monthly Financial Reports National Implementing
Agency (by STES)

NERASRA

Quarterly Reports National Implementing Agency
(including field visit or workshop reports, analyses or
other documentation, etc, )

<

End of Contract Reports National Irgplementmg Agency

Reviews
(internal and
external)

Review Commune Planning and Budgeting System

Review Finance System

| Review M&E System

NN S

' Review Planning System (intemal/external)

| Review Finance System (internal/external)

Review M&E and Reporting System (internal/external) -

Review Management System (internal/external)

Commune Review (POLA/DoLA)

ANENENENEN

ANANENANENAN

Assessments/
Surveys/
Studies

Projects and beneficiaries surveys

Impact Study and Report Commune Council

Periodic surveys and opinion polls

PDP, PIF, Commune Fund and Sector Impact Studies

ualitative Infrastructure Surveys and follow up

NSNS

KAP & beliefs survey

Partnership/Coordination Study

Gender Survey

Projects and Beneficiaries Surveys

Evaluation Studies: Seila Commumcatlon/ Informatlon
Gender mainstreaming, NREM, Poverty Alleviation

Policy Analysis Studies

| Audits

Annual Financial audit (internal, external)

Management
Structure/
Charts

Seila/Governance Structure Table (in AWPB)

Overview Staffing Changes

Seila Management Structure Organigram

ASANINENE N N RN ENENENENEN
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Work done
M&E Tools and Methods at Levels *

Secondary data | MoP Socio-Economic Survey

collection and | Poverty alleviation monitoring and support project
analysis reports (UNDP/MoP)

Government and Donor Documents (budgets,
agreements, and expenditure reports)

v

National Poverty Monitoring Systems v
v

v

CAR documents on Government staffing levels

Cambodia National Gazette, Prakas, Decrees, Sub-
Decrees, Announcements, Ministry Records and Policy | v
Statements, Government Officials’ speeches, etc.

* Please note: this colurmm only indicates at what level work related to the means of verification is done: the
information might be relevant for, and used by, other levels as well.

2.5 Who Does the Monitoring and Evaluation in Seila?

Monitoring and evaluation includes many people at different levels in the Seila program.

Although the principles are the same, the scope and focus is slightly different for each level.

For example, policy and systems analysis and development take place at national level, whilst

at provincial level, the focus is more on the compliance with, use and efficiency of existing

systems. The table below indicates broadly who does what. In Sections 3 and 4 more detailed
information about roles and responsibilities in Seila M&E at national and provincial level are

included, and Section 5 gives an introduction to communc M&E.

National Level

Seila Task Force Responsible for monitoring overall implementation of the Seila
program, looking mainly at the ‘big picture’ and maintaining
contact with donors and national policy makers.

Ministry staff - STF Responsible for monitoring the implementation of the Seila and

focal points : - government policies and systems, especially related to their

" ministry. Also responsible for monitoring and reporting on the
implementation of the STF-ministry contracts.

STF Secretanat staff Responsible for monitoring the detailed implementation of the
Seila program, including all planning, financial, management and
reporting. Monitors all contracts with ministries and provinces.
Also organizes and coordinates the Seila impact evaluation and
policy analysis and development activities. Supports ministry staff
with M&E related issues or perform special M&E tasks.
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Provincial Level

Line department staff—  Routine day-to-day monitoring and regular reporting on the

M&E focal points, progress against the indicators, and budget in the contract of the

implementing agencies department/implementing agency with PRDC. Make regular field
visits to check activities and assess progress, perform monitoring
of inputs and outputs, (technical) quality control, and participate
in evaluation of contracts and/or sector appreaches.

PRDC ExCom staff Routine day-to-day monitoring and regular reporting on the
progress against the indicators, workplan and budget in the
contract of the PRDC with Seila Task Force. Also monitor
compliance with, use and efficiency of various systems and
policy. PRDC ExCom M&E staff support department,
implementing agency and other PRDC staff with M&E related
issues and training. Organize the evaluation of Seila contracts

and/or sector approaches.
I Commune Level

Commune Council Routine day-to-day monitoring and regular reporting on the

members . progress against their commune workplan and Commune Fund
budget. As communes become more capable, this should also
expand into impact assessment of the implementation of the

Commune Develoiment Plan.

- Project beneficiaries and = Are respousible for mmonitoring ihe-works and setvices they
stakeholders receive. This increases their ownership and they can provide first
hand information about activities and progress in their area or in

which they are participating. They can assist the Commune
Councils and provincial staff.

For evaluations, there are many internal or external teams that evaluate the Seila
program. External teams are often assigned by donors to evaluate specific aspects of the
Seila program. For mid-term and final evaluations in the provinces, however, the

evaluations will normally be organized by the ExCom M&E staff, together with the
implementing agency, e.g. the line department.

An evaliation team usually consists of persons involved with contract implementation as
well as people who have not been directly involved — often specialists in a particular
field. To the extent possible, the evaluation team should also include project
beneficiaries, both men and women. Generally, the majority of persons on the evaluation
team should not have been directly involved in the implementation of project activities.
However, experience shows that involving project staff in planning and orgarizing the
evaluation and the analysis of the data is in itself a very useful capacity building
opportunity. Such involvement in evaluation heightens staff’s awareness of using proper
indicators from the start, and of good data management in general.
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2.6

Policy and Systems Development Support

One aspect of the Seila program that makes it different from ‘regular’ development

projects and programs, is that one of its stated outputs is to “contribute to the improvement

of policy and regulations for decentralization, deconcentration and poverty alleviation”. The
Seila program therefore also needs information for policy analysis in addition to that
required for management and operation. This is an information need that is only relevant
for the national level Seila M&E system. )

Seila will distill from its experience “lessons leamt” to illustrate the positive link between
good governance and poverty alleviation, and thereby contribute to the refinement of policies
and development of systems of the Royal Government of Cambodia. This is Output 3 of the
Seila program, based on the impact of Outputs 1 and 2. Such a policy evaluation mechanism
is more accurately described as a research and analysis activity than as a strict evaluation
activity.

The contributions Seila intends to make in the policy arena fall into the following categories:
= Decentralization;

- = Deconcentration,

».. Poverty alleviation; -
‘s Natural resource and environmental management; and
*  Gender mainstreaming.

However, analysis can only be done meaningfully after the implementation of Cutputs 1 and 2
has begun to bear fruit.

Requirements for Doing Seila Monitoring and Evaluation

Before getting started and in order to become more effective in Seila monitoring and

* evaluation, there are a few requirements and guidelines related to knowledge and attitude

to consider. The Seila M&E system will be most effective and provide relevant quality
information when all staff involved:

= Know the basics of the Seila program and the concepts of decentralization and
deconcentration, as well as the cross-cutting issues of poverty alleviation, natural
resources and environmental management, and gender mainstreaming.

= Know the Government and Seila systems they are working with: for planning,
implementation, finances, and management, as well as their requirements in terms of
workplans and budgets, submissions, reporting and the timeframe.

*  Understand the basie pr‘ihcipies of monito‘rihg and evaiuation: what are they and
when are they used.

= Know the different M&E methods: relevant and appropriate for the level they will be
used at, and

= Know how to use M&E: for lessons learning, decision making and adjusting and
improving things

Concepts and principles of M&E in Seila 2.17



Know the Seila M&E System and components, especially for the level that they are
working on

Are practical and realistic: M&E should be an integral and contributing part of
everyone’s work, but should not get in the way of actually doing that work

Are flexible: Seila systems are changing regularly, information needs are changing,

-Seila is changing, Government policies and systems are changing, so M&E will have
to change with it.

Communicate: don’t keep things for yourself, but share with others: they might need
it or it might help them.

Concepts and principles of M&E in Seila
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Introduction

3.1.1 The National Seila Managément Structure

The Seila program at the national level is managed by the Seila Task Force (STF) and its
Secretariat (STFS). The STES, on behalf of the STF, monitors the overall execution of the
Seila program, reports to and maintains contacts with Government ministries, the National
Committee for Support to Communes/Sangkats (NCSC), donors and other stakeholders. The
STF is responsible for the regular review of decentralized and deconcentrated systems and
supports policy analysis and policy development.

Two main management units exist under the STFS to enable it to fulfill its responsibilities.
The figure below shows the membership of the STF and the STFS management structure.

P e em e

- Interior CAR  Planning e
Water Resources Women Affairs .
" eura/ Development Seila Task Economy & Financi -

el Agriculture Sacial Affairs . -~
T~ Force | _ . _ .- -

Secretary General
1

Program Operations Policy, Monitoring and
Unit Eveluation Unit

| Chief B Chief |
| Contracts Administration Officeﬂ [ Policy & Systems Officer J
| Finance / Admin Officer J [

Monitoring & Evaluation Officer J

I Financial Administration Assis‘mnﬂ Information & Public Relations
Officer

| Training & Extension Officer J

— et e e o e e = = - =

o e e mm o e me e v e e = e

| Administration Assistant | STF Secretariat

* Program Operations Unit (POU), consisting of the Contract Administration Office, the
Financial Administration Office and the Training and Extension Office; and

* Policy Monitoring and Evaluation Unit (PMEU), consisting of the Policy and Systems
Offices, the Monitoring and Evaluation Office, and the Information and Public Relations
Office

The detailed job descriptions for these units and their staff are included in the Seila Operations
Manual and are not repeated here. In this Section, the focus will be specifically on the
monitoring and evaluation functions of each of these units, where necessary specified for
certain jobs.
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3.1.2 National Seila Program Implementation

The Seila program annual workplan and budget allocates the available resources for
investments, systems development, capacity building, and policy support. The annual
workplan and budget document gives the national level activities as well as the summary of
the budgets and activities to be implemented by the provincial level. After approval of the
workplan and budget, STF enters into contracts and agreements with ministries, NGOs,
research and training institutes and the private sector.

3.1.3 Government and Seila Program Systems and Guidelines that are
Relevant for the National Level

There are a number of Government and Seila program policies, systems, guidelines and
formats for decentralized and deconcentrated planning, financing and management. People
who are involved in the implementation and management of the Seila program have to know,
understand and be able to apply these. For this manual, it 1s assumed that the reader is familiar
with these systems, and that they are applied correctly. Below these systems and guidelines
are listed, with the places where comprehensive descriptions, roles and responsibilities,
planning and report formats etc. can be found.

=  Seila Financial Management System. See the Seila Finance System Manual.

» Seila General Management System, including personnel. See the Seila Operations
Manual. . . o

*  Seila Reporting System. See the Seila Operations Manual.

* Seila Contracts Database. See the Seila Contracts Database Manual.

* Commune Database. See Seila Commune Database Manual. Maintained and updated at
provincial and managed at national level by the Ministry of Planning, with input from the

~ commune level.

=  Commune Development Planning Process. See the Inter Ministerial Prakas on
Commune/Sangkat Development Planning and the Ministry of Planning and Ministry of
Interior Guideline on Commune Sangkat Development Planning Process.

* Commune Fund Management. Sub-Decree Commune/Sangkat Financial Management

System and Commune Fund Management Tramning Manual (forthcoming)

Commune Fund Implementation Process. System details being developed and

forthcoming.

Project Information Database. See Project Information Database Manual, forthcoming

(continue to use the Local Development Fund (LDF) database until replaced by the

Project Information Database).

* Roles and Responsibilities of STFS. See Sub-Decree on Establishment and Operation of
Seila Task Force and Seila Operations Manual. -

National Seila M&E System
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3.2

National Seila M&E

The national Seila M&E system is fairly new. It has basically only been established during the
current phase of the Seila program, and some parts of it are still being developed. In this sub-
section, the four core tasks of the M&E system, as mentioned in Section 2, are elaborated.

3.2.1 Development of the National Seila M&E System

The purpose of national Seila M&E is not different from the purpose of Seila M&E overall: it
is to monitor the progress of Seila program implementation from a national perspective, i.e.
covering both the national level activities as well as summarizing what is happening in the
provinces, and to assess the impact of these activities.

Information needs at the national leve] cover all identified categories mentioned in Section 2,
1.e. planning and allocation of resources; implementation and progress; capacity building;
impact; compliance with and functioning of systems; management; partnership and
coordination, and policy and analysis.

Progress of project implementation, and achievement of outcomes and impact is monitored
and evaluated through a set of indicators. The table on the following pages shows the
‘translation’ of these identified information needs into national Seila program key indicators,
as well as the means of verification which should provide the data.

National Seila M&E System 3.3
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3.2.2 Gathering and Managing Information

Once indicators have been selected and means of verification and sources of information have
been identified, it needs to be determined what activities will be undertaken to actually collect
or gather the information.

The table below groups the M&E tools and methods that will be used by type. More
information and descriptions for some of these is provided in Sections 6 and 7.

Type National Seila M&E Tools and Methods

Databases/Spreadsheets ~ ® Project Information Database

v Seila Contracts Database

s Commune Database

» Commune Monitoring Spreadsheet

Secondary data Ministry of Planning Socio-Economic Survey
collection and analysis Poverty alleviation monitoring and support project
reports (UNDP / Ministry of Planning)
* National Poverty Monitoring Systems
» Government and donor documents (budgets, agreements,
and expenditure reports)
» (Cambodia National Gazette, Prakas, Decrees, Sub-
Decrees, announcements, ministry records and policy
statements, government officials’ speeches, etc.

Reports * Monthly financial reports of national implementing
agencies (by STFS)

» Seila monthly financial reports

* Quarterly reports national implementing agencies
(including field visit or workshop reports, analyses or
other documentation, etc.)
Seila quarterly reports
Seila quarterly financial reports (to UNDP)
Seila Forum Meetings
Seila 6-monthly presentation for Council of Ministers
Seila annual reports
End-of-contract reports national implementing agencies

Reviews Review planning system

Review finance system

Review M&E and reporting system
Review management system

Commune review (Dol A)

KAP & beliefs survey »
Projects and beneficiaries surveys
Evaluation studies

Impact studies

Annual financial audit
Technical audit

Surveys and studies

Audits

National Seila M&E System 3-10



3.3

3.2.3 Critical Reflection to Improve Action

The collected data holds much information. This information will help to assess the
performance of the various projects that together make up the Seila program. It helps to
identify what 1s not going according to plan, so that measures can be taken by the program
implementers (the implementing agencies in the provinces and at the national level) to
improve what might otherwise go wrong.

At the national level, the key events for reflection are the preparation of the quarterly and
annual report, the preparation of Seila program wide workshops, and STF and Seila Forum
meetings.

3.2.4 Communication and Reporting of Results

To be of use, the results of the data analysis and the lessons and insights learned from it, need
to be shared with the people for whom such information is important. Communication and
reporting of results is often almost exclusively seen as an obligation vis-a-vis higher level
authorities and/or donors. National Seila M&E also needs to provide feedback to the
provinces and national level implementing agencies on their performance, so that they can — if
necessary — take measures to improve it, and achieve better results in future.

National Seila M&E Roles and Responsibilities -

Monitoring and evaluation at national level involves the ministries and other institutions /
agencies that have a contract with the STF to implement Seila program activities, and the
Seila Task Force Secretariat.

3.3.1 Ministries and Other National Level Institutions/Agencies

There are several ministries and other national level institutions/agencies that have a contract
with the Seila Task Force for the implementation of Seila program activities. These ministries
and institutions/agencies all have a STF Focal Point, who is responsible for monitoring the
implementation of these contracts and the timely submission of quarterly progress reports, and
an end-of contract report.

The monitoring information collected by the Focal Points is first and foremost for internal use
by the implementing agencies, to assist them with the contract 1mp1ementat10n and to assess
progress against the workplan. The Focal Points should: - :

* help to monitor the compliance of their departments, institutions or agencies and staff with
both Government and Seila systems and procedures, and check if they are understood and
being used properly, and perform quality control of outputs.

®* assist STFS in the internal reviews of the systems and procedures pertaining to them, and

assess whether they are effective and efficient, and what adjustment or changes are
recommended.

National Seila M&E System 3-11



One ministry which has a Seila program implementing agency contract that i1s somewhat
different in scope from that of other ministries is the Ministry of Interior. The Department of
Local Administration (DoLA) in the Ministry of Interior has special tasks in monitoring and
supporting Commune/ Councils. These tasks are primarily implemented through the
Provincial Offices of Local Administration (POLA). The Commune Councils, and the way
they work, are no longer ‘Seila specific’: they are part of national legislation and implement

Seila M&E system because the Seila program provides support and technical assistance to the
communes, and is dedicated to assessing the relevance and success of — both Seila program
specific and general Government — policies and systems related to decentralization and
deconcentration in Cambodia.

3.3.2 Seila Task Force Secretariat

The Seila Task Force Secretariat has two distinct monitoring and evaluation roles in the Seila
program:

= The STFS receives (summarized) monitoring information from all PRDCs and from
national level agencies and institutions which implement Seila program activities. This
monitoring information ts mainly in the form of regular reports and updated database files.
STFS has to compile this information to assess the overall progress of the implementation
of the annual Seila program workplan and budget, and to address the issues that are being
raised by the program implementers at provincial and national level.

The STFS engages in monitoring and evaluation activities itself, to generate additional
information which will help it to manage the Seila program better, and to assess the
achievement of the overall program objective.

The STES units aggregate all the information and reports, sends regular progress reports to
STF and prepares draft reports for STF s review and approval and submission to Government

and donors. These are monthly financial reports, quarterly reports and the Annual Seila
Program Report.

The most important monitoring and evaluation tasks of the STF Secretary General and the
different staff members of the STFS are listed below.

Seila Task Force Secretary General

All Seila program management systems - planning, finance, contracting, monitoring and
evaluation, and reporting — are documented, regularly reviewed, adjusted in accordance
with national policies on decentralization and deconcentration and implemented.

All Seila strategies relating to decentralization, deconcentration, good governance, poverty
alleviation, gender mainstreaming, natural resource and environmental management and
technical cooperation are effectively and efficiently developed, planned and implemented.
Monitoring and evaluation systems provide appropriate information for management,
assessment, decisions and policy support.

* Reports are provided to the Council of Ministers and donors in a timely fashion.

National Seila M&E System 3-12



Chief - Program Operations Unit

All contracts and agreements are implemented in accordance with Seila program systems
and procedures as approved by the Seila Task Force.

Seila program Management Information Systems provide adequate information to inform
effective management decisions regarding the implementation of the Seila program
(including inventory and personnel).

Reports in accordance with Seila program financing agreements are prepared for approval
of the STF Secretary Generai and/or STF.

Reports from the PRDCs and the ministries on progress against contracts/agreements as
per reporting procedures are analyzed and feedback is provided in a timely fashion.
Coordination with implementing institutions at national and provincial level regarding
program implementation issues is regularly conducted.

Prepare workplans and reports as required.

Contracts Administration Officer

Maintain the Seila Contracts Database (SCD) and produce timely reports to the STF and
provinces.

Ensure that the provincial SCD is properly installed and maintained in the provinces and
trave] to provinces as necessary to assist. -

Review progress reports from ministries and provinces on contract implementation and
ensure that data and information is properly recorded in the SCD.

Ensure that reviews of the contract administration system, including formats, guidelines

and procedures, are carried out and recommend adjustments to the system in order to
improve performance.

Financial Administration Officer

Maintain the financial management system for the STFS, including monitoring, and
reporting.

Carry out periodic monitoring visits to provinces to ensure that financial management
procedures are properly understood and being performed and to identify areas where
additional training is required.

Prepare consolidated financial statements for contributions under the authority of the STF
and submit them through the Chief POU to the STF Secretary General.

Training and Extension Officer

National Seila M&E System

Develop, deliver and review traming modules on Seila’s structure, systems and procedures
in close consultation with stakeholders

Assist PRDC ExComs to undertake training needs assessment for Seila provincial
government staff as requested

Provide training on Seila systems and procedures to national level Seila program
implementers asrequested. - - - - - S

Ensure that the training mformatlon in the SCD is maintained at national level.

Prepare reports for the STF on progress and issues on the implementation of the Seila
capacity building strategy.

Ensure that the training information from provinces is entered into the SCD.
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Chief - Policy Monitoring and Evaluation Unit

Ensuring that a systematic program of policy evaluation, research and analysis is
designed, budgeted and implemented under the PME Unit and that studies, reports and
policy recommendations are prepared for submission through the STF to policy making
bodies within the Royal Government.

Participate as requested by the STF Secretary General in meetings, workshops and
exercises organized by the National Committee for Support to Communes/Sangkats
(NCSC) for the preparation of the decentralized regulatory framework and subsequently
the monitoring of implementation by Commune Councils.

Assist the STFS to organize workshops and seminars to review program performance
against the Seila program document, 2001-2005, and assist in drafting revisions to the
document as necessary.

Participate as requested in workshops and seminars organized by other institutions and
agencies to ensure that Seila is well represented in overall policy dialogue and is able to
disseminate lessons learned relating to good governance and poverty alleviation.

Assist the STF Secretary General in keeping donors updated on the progress of the Seila
program.

Coordinate studies and consultancy activities commissioned by the Donor Forum and
financed through additional contributions to the Seila funding framework.

Maintain communications with the provincial authorities to ensure that the Seila program
strategies and strategic initiatives are properly implemented at province level.

Prepare periodic and ad hoc reports as requested by the STF Secretary General on policy
lessons generated through Seila.

Policy and Systems Officer

To design and implement a systematic program of policy analysis, evaluation and research
related to decentralized local govemance and poverty alleviation within Seila.

To coordinate workshops and seminars to disseminate lessons leamed, and to stimulate
and sustain dialogue between the government, civil society and donors on the policy
implications of the Seila program.

To coordinate studies and consultancy activities commissioned by the Donor Forum and
financed through additional contributions to the Seila funding framework.

To prepare program correspondence and reports.

To ensure that the provinces are fully informed of any changes in Seila systems and
procedures.

To assist the provinces to perform their reporting responsibilities.

Monitoring and Evaluation Officer

National Seila M&E System

Ensure the preparation of annual M&E work plans and budgets at national level in
accordance with the Seila program document and the Seila M&E system.

Ensure that the Seila M&E syster is understood and being applied by aliimpiementing
institutions; the STFS, the ministries participating in the Seila program and the provinces.
Facilitate the coordination of the overall provincial Seila monitoring process.

Ensure that the Seila reporting system is functioning and that the reports received from

provinces and ministries are reviewed and consolidated.

Assist in the design, preparation and coordination of intemnal and extemnal evaluation
studies.



» Liaise closely with the Policy and Systems Officer to ensure that policy lessons are being
generated and disseminated through the M&E and reporting systems.

»  Ensure that Seila databases are being properly maintained at national and provincial level
and that data sets and/or reports are disseminated to relevant institutions at national level.

*  Assist in the preparation and implementation of a training program (including the
development of training materials and modules) on M&E procedures and tools for
relevant national and provincial officials consistent with the Seila program M&E system.

* Carry out periodic visits to the provinces ta follow up on both general and specific issues
related to the Seila M&E system.

*  Prepare workplans and reports as required and submit through the Chief of the PMEU to
the STF Secretary General.

Information and Public Relations Officer

* Ensure the periodic review and refinement of the Seila Information and Communications
Strategy.

» Travel periodically to the provinces to assess implementation of the Seila Information and
Communications Strategy and provide guidance for improvement.

*  Prepare workplans and reports as required and submit to the PMEU Chuef.

Capacity Building for M&E at the National Level

Staff training and development is a critical part of the Seila program. One of the objectives of
Seila is to build the capacity-of governiment staff in a variety of areas, including M&E. Staff
should have the opportunity to acquire and apply relevant skills and knowledge. Capacity
building occurs through on-the-job training as well as formal training courses, interaction with
the provincial and national level implementing agencies, study tours, etc.

For an effective M&E system, skilled people are needed who can, between them, fulfill the
M&E functions and tasks. Meeting capacity needs can be done in a number of ways.

Get the right people by:

* Hiring or seconding trained people

»  Training the staff (internal or external)

* Hinng external people (consultants, institutes, etc.) for special inputs.

The Seila program has clear guidelines for the recruitment of staff and personnel management.
These are described in the Seila Program Operations Manual in detail and are not repeated
here. The Operations Manual includes Seila recruitment procedures and contracting of staff
and consultants. These procedures need to be followed for all Seila staff. The recruitment
panel needs to ensure that the best candidate is selected. This includes.ensuring candidates
have good skills and capacity for carrying out the required M&E tasks, or at least having the
potential to learn them quickly. M&E staff needs to provide input in the interview questions,
and should be included in the recruitment panel when staff with major M&E tasks is being
recruited.

National Seila M&E System 3-15



Ensure capacity of good quality by:

* Being clear about what you expect

= Regular staff performance evaluations

» Incentives for learning

»  Limiting staff turnover

* Having qualified persons to coordinate M&E

All Seila STFS job descriptions include M&FE tasks. Chiefs and colleagues need to assist new
staff or staff -assigrxed to new tasks in getting familiar with the day-to-day work, standards to
be met, time schedules and output of M&E activities. It 1s also the duty of every staff member
to make sure s/he has clearly understood what s/he has to do and deliver.

The Seila Program Operations Manual includes a section Performance Evaluation Procedures,
indicating the steps to be undertaken to assess staff performance. This includes self-evaluation
and a panel review. It also includes steps to be undertaken when a staff member is not
performing his/her duties. The Operations Manual includes the Terms of Service Contracts
for Seila staff, including their benefits and salary supplements.

Training for M&E. Training, as part of a broader capacity building effort, should be based
on a training plan for all relevant people at national level. The basis for this plan is an
assessment of skills and conditions related to peoples job descriptions and tasks expected from

them. Training can be undertaken using the appropriate combination of training methods,
including some of the following:

= [nternal courses, tailor made for the target group
* External courses

= On-the-job training/mentoring

s Workshops

»  Study tours and exposure visits

Depending on how long people have been working in the Seila Program and/or on M&E, the
training received and given previously, different skills and capacity levels will exist.

STFS PMEU needs to design, budget and implement a M&E capacity/training needs
assessment and prepare and implement, annually, a capacity building program, addressing the
specific needs of everyone involved in the Seila M&E system. In general, if a staff member is
interested in joining particular training courses or classes, s/he should inquire with his/her
supervisor, especially if it 1s related to skills needed on the job.

A staged approach should be developed in order to disseminate the following (but adjusted to
the level and relevance for the target group of the training):

= Basic knowledge of monitoring and evaluation and its use and importance
= The Seila Logframe

» The key govemnment policies of decentralization and deconcentration, and the Seila

program cross-cutting issues (poverty alleviation, natural resources and environmental
management, and gender mainstreaming)

The Seila M&E system with specific roles and responsibilities of different people
= Introducing and implementing the Seila M&E system

National Seila M&E System



The stress of capacity building at the national should be, in line with the Seila M&E system,
on monitoring and strengthening the use of monitoring information in management and
decision-making, designing and managing reviews of systems, policy analysis and impact
assessment at the objective and goal level.
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4.1

Introduction

4.1.1 The Provincial Seila Management Structure

At the provincial level, the Seila program is managed by the Provincial Rural Development

Committee (PRDC) and its Executive Committee (ExCom). The ExCom itself has four

management units, to help it implement the Seila program. These are:

» The Contract Administration Unit (CAU), with the chief of the unit from the
Department of Planning

s  The Local Administration Unit (LAU), with the chief of the unit from the Office of
Local Administration

» The Technical Support Unit (TSU), with the chief of the unit from the Department of
Rural Development

» The Finance Unit (FU), with the chief of the unit from the Department of Finance and
the deputy chief from the Treasury

The figure below shows the Seila management structure at provincial level.
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The detailed job descriptions for the PRDC, ExCom and its units are included in the Seila
Operations Manual and are not repeated here. In this Section, the focus is specifically on the
monitoring and evaluation functions of each of these provincial units.

4.1.2 Provincial Seila Program implementation

The PRDC ExCom manages the implementation of the Seila annual workplan and budget.
The actual implementation is done through a variety of organizations and institutions,
primarily provincial line departments, but occasionally also by NGOs and the private sector.
Each Seila program implementer signs an implementing agency contract with the PRDC
ExCom. The funds for these activities come from the Provincial Investment Fund (PIF)

allocation which the province annually recetves from the Seila Task Force. For its own
support activities, the PRDC ExCom recelves annually a program support budget.
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The PRDC /implementing agency contract formats are designed to directly link provincial
outputs and activities with the overall Seila logframe through use of a standard coding and
reporting system. The codes are used to link with the Seila Contracts Database (SCD), which
1s the main tool for monitoring progress of PIF-funded Seila projects. The SCD tracks
progress of activities and contract implementation, outputs, as well as financial information.
For non-PIF funded Seila projects (such as ADESS and other donor projects for which the

resources are not being disbursed through the PIF), a contracts spreadsheet is the main
monitoring tool.

4.1.3 Government and Seila Program Systems and Guidelines that are
Relevant for the Provinces

There are a number of Government and Seila program policies, systems, guidelines and
formats for decentralized and deconcentrated planning, financing and management. People
who are involved in the implementation of the Seila program have to know, understand and be
able to apply these. For this manual, it is assumed that the reader is familiar with these
systems. Below these systems and guidelines are briefly listed, with the places where

comprehensive descriptions, roles and responsibilities, planning and report formats etc. can be
found.

= Provincial Seila Planning Process. See Ministry of Planning guidelines and the Seila

Operations Manual for details, standards and formats.

Seila Financial Management System. See the Seila Finance System Manual.

Seila General Management System_ including personnel. Seethe Seila Operations

Manual.

= Seila Reporting System. See the Seila Operations Manual.

Seila Program Strategies for Cross-cutting Issues. The Seila program has, or will

have, specific strategies for three cross-cutting issues : poverty alleviation, gender

mainstreaming, and natural resources and environmental management.

= Seila Contracts Database. See the Seila Contracts Database Manual.

» Contracts Spreadsheet. A quarterly updated spreadsheet of all Seila-related
contracts that are managed by the PRDC, covering both PIF and non-PIF funded
projects.

» Commune Database. See Commune Database Manual.

Commune Development Planning Process. See the Inter Ministerial Prakas on

Commune/Sangkat Development Planning and the Ministry of Planning and Ministry

of Interior Guideline on Commune Sangkat Development Planning Process.

Commune Fund Management. Sub-Decree Commune/Sangkat Financial

Management System and Commune Fund Management Training Manual

(forthcoming)

Commune Fund Implementation Process. System details being developed and

forthcoming. _

Project Information Database. See Project Informatiem Database Manual,

forthcoming (continue to use the Local Development Fund (LDF) database until

replaced by the PID).

=  Roles and Responsibilities of PRDC. See Prakas on Structure, Roles and

Responsibilities of the PRDC and the PRDC Executive Committee and the Seila
Operations Manual.
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4.2

Provincial Seila M&E System

Provincial Seila M&E

Much of the provincial Seila M&E system already exists, as it has been developed during the
previous phase of the Seila program. Some parts of the M&E system need to be revised
because of the changes that have happened for the commune and village levels. What also
needs to happen is the streamlining of the provincial Seila M&E between provinces, to
achieve a more uniform and consistent Seila program management. In this sub-section, the
four core tasks of the M&E system, as mentioned in Section 2, are explained in detail.

4.2.1 Development of the Provincial Seila M&E System

The purpose of provincial Seila M&E is not different from the purpose of Seila M&E overall:
it is to monitor the progress of Seila program implementation at the provincial level, and to
assess the impact of these activities. The provincial Seila M&E system should not be too
advanced or sophisticated ; it should not require the collection of a very large amount of data,
and should mostly rely on fairly simple methods of data gathering and data analysis.

Of the eight key interest areas mentioned in Section 2, seven are relevant for provincial Seila

M&E:

1. Planning: Provides information on the implementation of the Seila planning and
budgeting systems at the provincial level.

2. Implementation and Progress: Focuses on the monitoring of the implementation of
workplans and contracts, and finance matters. ' -

3. Impact: Examines the actnal impact, at goal and objective level of the various
investments, implemented projects and activities in the provinces, with specific

attention for cross-cutting issues (poverty alleviation, gender, and natural resources
and environmental management).

4. Capacity building: Tracks the outcome and impact related to capacity building.

Compliance/Systems: Review and analysis of the operationalization, compliance and
actual use, and efficiency/appropriateness of systems for planning, financing,
management, monitoring and evaluation, and information.

6. Management: Monitoring of personnel, administration and management, and
maintenance of the assets and project outputs.

7. Partmership/Coordination: Collaboration and cooperation in planning, funding and
networking.

Progress of project implementation, and achievement of outcomes and impact is monitored
and evaluated through a set of indicators. The table on the following pages shows the set of
provincial Seila program key indicators, as well as the means of verification which should
provide the data. The numbering order for the rows in the table is not always continuous,
because the table doesn’t show the indicators that are only monitored at the national level,
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The above table only gives key indicators for the overall Seila program objective and the three
outputs. It does not give indicators for the activities of the Seila logframe. The activities of the
Seila logframe are however used implicitly, because the PRDC — Implementing Agency
contracts are prepared using the Seila Contracts Database. In this database, the standard
outputs are linked to Seila logframe activities and outputs.

0

Goal of Seila

program

Objective

Outputs:

1. Related ...

2. Efficient ... .

3. Contribute ... - }.!.;i\"
Activities: Seila

1.1 Assist ... > Contracts Implementing
2.1 Government ... Contract with
2.3 Evaluate ... PRDC
3.1 Establish...
3.4 Contribute ...

The key indicators in the table on the previous pages are however more suited to assess the
overall Seila program performance in the province, than to monitor the PRDC —
Implementing Agency contracts. To monitor these contracts, additional project performance
indicators should be identified which are more specific for the type of activity that is

implemented. To identify the additional indicators, the approach described in sub-section 4.3.2
is suited.

4.2.2 Gathering and Managing Information

Once indicators are selected and means of verification and sources of information are
identified, the activities that will be done to actually collect the data or gather the information
must be determined. Common sources of information are field visits and observation,
interviews, surveys or studies, progress and final reports.

In monitoring, collecting data is part of the day-to day work. Care should be taken to use the
most appropriate method and collect relevant and sufficient (but not too much) data.
Structuring and standardizing data collection by using forms or guidelines helps to focus

efforts, ensures the right data is collected or produced, and makes aggregation and analysis
easier.

When evaluating, it is also important to choose the most appropriate way to obtain the
information needed. The factors influencing the choice of methods are the purpose of the
evaluation, the skills available, and the available resources such as time, budget and people.
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Evaluation and impact assessment at provincial level are relatively new and need further
development and capacity building. In general they will focus on impact assessment of the
PTF investments, the Provincial Development Plan and special Sector Impact Studies.
Although these studies can be organized at provincial level, they are often initiated and
*organized by Seila program management at the national level.

Below, the above logframe table is summarized in terms of the main provincial Seila M&E
tools and methods. More information and descriptions of these and other tools and methods
that will help implement the Seila M&E work is provided in Section 6.

Type Provincial Seila M&E Tools and Methods

Databases/Spreadsheets  ® Project Information Database

= Seila Contracts Database

* Commune Database

* Commune Monitoring Spreadsheet

Reports = Monthly Progress Reports, by the implementing agency
= Quarterly Reports, by the implementing agency

= End of Contract Report, by the implementing agency

» Quarterly Reports, by the PRDC

= End of Contract Report, by the PRDC

* Annual Financial Report (PIF and Commune Fund)

Annual report PRDC

Reviews = Review planning system

= Review finance system _

» Review M&E and reporting system
* Review management system

= Commune Review (POLA)

Surveys and studies * Projects and beneficiaries surveys
= PDP, PIF and Sector Impact Studies

Audits = Annual financial audit
® Technical audit

In sub-section 4.4 below, the roles and responsibilities for monitoring and evaluation of the
Seila program at the provincial level will be described.

4.2.3 Critical Reflection to Improve Action

The collected data contains a lot of information. This information will help to assess the
performance of the various projects that together make up the provincial Seila program. It
helps to identify what is not going according to plan, so that measures can be taken to improve
what might otherwise go wrong. The information also gives a better insight into what works
well and what doesn’t, so that the people implementing the projects now — or other people
wishing to implementing similar project elsewhere — can become more effective in future.

To obtain information, the data must be analysed. Depending on the type of data, and the kind
of information one is looking for, there are often several ways in which data can be analysed.
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4.3

It 1s important to choose analysis methods that are appropriate for the available data, for the
type of information needed, and that the methods used for data analysis can generally be
understood by the people for whom the information is important.

Initial data analysis will often be done by the people who are implementing or supervising the
project on a day-to-day basis, or by the M&E staff. Reflection on the results of the data
analysis, however, 1s best done together with a wider group of people, who are closely
involved in the project. Looking at the results of the data analysis, and trying to understand
what this means for the project together with the people who either have done the work, or
who are supposed to benefit from it, may result in interesting information. This can help to
make further implementation of the project activities (or a repeat thereof), more successful.

4.2.4 Communication and Reporting of Results

To be of use, the results of the data analysis and the lessons and insights learned from it, need
to be shared with the people for whom such information is important. Communication and -
reporting of results is often almost exclusively seen as an obligation vis-a-vis higher level
authorities and/or donors, but that overlooks many other users who can potentially benefit
from the information. There are, e.g. the people who are in a similar situation than the ones
who will now benefit — at least, that is the intention — from the implemented activities.
Knowing what worked well and what didn’t work well can help them to decide whether or not
to implement a similar project in the same manner. Reporting the results to the people who
have been implementing the project, or those that have been managing it, may also help them
to understand better what they can do differently; to achieve beiter results it future.

At the higher level, and for donors, the reports provide information on what has been
accomplished, and how this has contributed — or not — to achieve the intended purpose of the
program.

Preparing for Monitoring and Evaluation of Implementing Agency
Contracts

A substantial part of the provincial Seila program resources are dispensed through the PIF,
which are implemented by the provincial line departments. In this sub-section, we give more
details on how to plan for, and conduct monitoring and evaluation of implementing agency
contracts.

4.3.1 The M&E Workplan

What, who, where, when, and how to monitor and evaluate needs to be planned. M&E
activities are not separate activities, isolated of the rest of the work. M&E is an integral part of
everyone’s day-to-day work, just as the M&E plan is an integral part of the overall Seila
workplan. It does however make sense for the people who are in charge of coordinating the
provincial Seila M&E activities to make a specific plan for M&E, to ensure that the M&E
activities are conducted efficiently and effective.
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An M&E workplan is a standard part of the implementing agencies’ contract with the PRDC
(Part III, point C) for Seila PIF funds. This sub-section describes the what, who, how often,
and what means of M&E related to the contract. Besides a narrative, the implementing agency
can prepare a schedule that provides a quick overview of all activities and the timeframe. It
should include all means of verification identified for their contract, like reporting, field visits,
studies, evaluations, etc. The workplan should be very specific (for example 4 monitoring
visits for 3 days each, 2 persons), to enable budgefing the activities, . .

The CAU, as the unit which coordinates the provincial Setla M&E, should prepare a
consolidated M&E workplan, which shows the major activities of the implementing agency
M&E workplans, and the M&E activities which will be done by the CAU and the three other
ExCom units.

The ExCom units do not have separate contracts with the PRDC. They do prepare an annual
workplan for the PRDC and their budget is included in the contract of the PRDC with the
Seila Task Force. The ExCom unit workplans should indicate which M&E activities each unit
plans to handle, and who will be involved, how often, and how.

4.3.2 Preparing an M&E Workplan

The starting point to prepare-an M&E workplan 1s always the contract or project document.
Here it is the contract that each implementing agency has with the PRDC. The format of Part
I, Contract Description, of the standard PRDC / implemcnting agency contract is given on
the next page.

Part III: Contract Description

Justification for the Contract (narrative)

Definition of major opportunities/problems to be addressed, present situation. Inclusion
in Seila annual workplan and budget. Achievements from previous/ongoing contracts.
How will this contract address the lessons learned from previous/ongoing contracts?
Discussions with community, government, agencies to date on contract formulation

Objective of the Contract: Poverty Alleviation (narrative)

What outputs and activities in the Seila logframe is this contract specifically addressing?
How will this contract contribute to poverty alleviation? How will this contract contribute
to the current sector strategy?

End of Contract Status (narrative)
Monitoring and Evaluation workplan for contract
What is the monitoring and evaluation plan? Who will carry out the work, how often, and

through what means?

Important Assumptions/Risks (narrative)
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F. Beneficiaries (narrative)
Describe how the numbers in the contract summary page were arrived at.

G. Seila Gender Mainstreaming (narrative)
How does this contract address and contribute to mainstream gender issues? To what
extent are resources allocated in the contract budget to support gender mainstreaming?

H. Seila Natural Resource Management (narrative)
How does this contract address and contribute to mainstream ratural resource
management and environment issues? To what extent are resources allocated in the
contract budget to support natural resource management and environment?

. Maintenance (narrative)
Arrangements for maintenance of outputs. Coverage of recurrent costs

J. Inputs (describe)

Inputs from PRDC. Inputs from implementing agency. Inputs from local
communities. Inputs from other sources/donors

K. Summary Budget, Detailed Budget and Payment Schedule (formats)
L. Contract Implementation Timetable (format)

ANNEXES

* Implementing agency information, i.e. organigram, annual report, brochures, etc.
* Detailed designs and specification and cost calculation of any construction works, if
‘available . : - : : -

The contract will specify the expected outputs and achievements, planned activities and the
budget. These form the starting point for an M&E workplan. In the case of Seila, the contracts
between PRDC and line departments or other implementing agencies contain all this
information. A few easy steps can help to ‘translate’ this into an M&E workplan.

1. Clarify the output or achievement: For each output or achievement, take the outputs
or achievements and the activity schedule and the description of what it is that the

project will produce. If the document is not very specific, find out the following for
each output and write it down:

o Target groups: who?

o Type: what?

o Time: when?

o Quality: how good?
o Location: where?

o Amount: how many?

2. Decide what you want to know: The next step is to formulate the questions that need
to be answered to track each output or achievement. Take into account the activities
and inputs to produce these activities. These questions can be listed in the order of the
implementation of activities.
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3. Then decide and deg‘.cribg:

o how you will to get the answers to the questions (for example by going to
the field and observing, by measuring, or by talking with people)?

o who will do the work?

.o where__d'd you need to go to get the information: a village, an office, the
- library? ,

o how will the information be used?

o when/how often do you think it is necessary to collect the answers?
Consider what has to be done on a regular basis, to measure the progress
of the implementation and quality of the work produced, and at the end,
when the contract is finished, to check whether the outputs or
achievements have been produced as specified.

You can make a simple table of the above to help you. A blank table is given on the
next page, together with a simplified example. They are examples: you can develop

_-your-own forms as needed. In a narrative section you can provide additional

explanation.

Identify the different types of M&E work You can now start preparing a
consolidated workplan, using the table produced during step 3. If you group or
combine all the same answers to the “How to find the answer” question, you can
usually see a pattern develop: some questions have to be answered by going to the
field and observing, some by measuring something, some by talking with people.
These are different types of work or methods for data collection.

Group the questions for each method/prepare tools. Group the questions for each
method or activity and if necessary prepare a tool for it that can easily be used. For
example a form or the list of things to measure, questions to ask, things to look at.
Leave space on the to write down the answers. This will help you focus and not forget

anything.

. . Reporting. Look at how and what you need to document and report on a regular

basis, either for your own use, or to give to others. -

l;rt;,pare the workplan, for example by writing in a simple table the activities, who
will do the work, what tool to use and when to do the activity.

Use the workplan as a guide: Things change, work is delayed, etc., adjust your
workplan as needed. Use it to prepare a more detailed monthly or individual workplan.

Provincial Seila M&E System : 4-13
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4.3.3 Planning and Implementing an Evaluation, Study or Review

Evaluations, studies and reviews are often used to look closely at impact, specific aspects or
processes of a project or program, for example an impact evaluation of the agricultural
investments made, or a review of a planning process that was being piloted. An evaluation,
study or review must be planned and implemented carefully, to ensure that it produces the
desired result. The following summarizes a number of planning steps.

1) Prepare Terms of Reference

Preliminary planning discussions, involving relevant stakeholders such as M&E staff,

project implementers, funding agencies, should result in the formulation of Terms of
Reference (ToR), including:

e Background information about the program, project, topic or process to be
studied

~ e The purpose and objective of the study
e What indicators to track, questions to be answered
e Who will implement the study, what should be their qualifications, team
composition (if a team, it is recommended to have both men and women on the
~ team, as this may increase gender sensitivity in the study)
e Timeframe for the study
e Budget
e Data collection methods to be used
o Field work and geographical area to be considered
e Potential sample size

e Outputs to be produced by the team, specifying formats, number and/or type of
reports

e Management arrangements for the study (e.g. who supervises, contact points)
e Support arrangements (for external teams or consultants)

2) Review existing materials

Materials which are particularly relevant for an evaluation, study or review are:

The original project, program or process documents
Correspondence related to the contract

Monitoring or progress reports, including financial reports
Field trip reports, case studies, etc. that are relevant to the study
Reports from missions or project meetings

Data collection forms/questionnaires from other evaluations that may be relevant.

3) Select data collection methods
e See what data collection/means of verification were listed in the project
document

e Determine what other data collection tools may be needed (see also the Terms of
Reference for the study)

e Select data collection methods

Section 6 of this manual deals with data collection and data analysis in more detail.
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4)

3)

8)

9

10)

11)

Design the data collection tools (survey forms, questionnaires, interview guidelines)
and plan

e Design the questionnaire, guidelines, etc.,

o Decide how to select households, sites.

Field test and revise data collection tools

e Select a site and time for field testing the tools :

e Have one supervisor or advisor observe the field test to make recommendations
for improvement of the tool or the interviewer’s skills

e Revise the tool according to findings of the field test

Make final preparations for data collection and train staff

e Make logistical arrangements for fieldwork. Inform all parties concerned

e Finalize detailed schedule for data collection

e Orient and train staff who will be doing the data collection - review roles and
responsibilities

Implement the data collection

e Perform quality control during the data collection

Summarize the information

o Start data processing and tabulation (as soon as possible, don’t necessarily wait
for the field work to end, it can sometimes be done simultaneously)

Analyze the data collected

¢ Interpret the results and draw conclusions
¢ Decide on recommendations

e Check the analysis with the implementers, stakeholders and other key informants

Produce a report

e Use the format provided for the report in the Terms of Reference

e Summarize data in tables and graphs or other appropriate ways to present
information where possible

e  Write the draft report

Organize a workshop or presentation with all project/program stakeholders to
review and validate findings, get feedback

A workshop can be used to review the findings of the data collection exercise. This
will also allow persons to comment on the findings and any possible explanation for
discrepancies or issues arising. If it is a mid-term evaluation, the workshop
participants can provide feedback on proposed changes and corrective actions to be
taken in the future. Similarly, if it 1s an end-of-project/program evaluation, lessons
can be learned and incorporated into future projects/programs.
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12)  Finalize report

e Adjust the draft report where necessary and finalize the report
e Submit report

4.3.4 Budgeting for M&E

Proper monitoring and evaluation costs money. Funds and resources for M&E are not ‘extra’:
they are a normal part of a budget, and are necessary to enable good management and lesson
learning. Financial resources are needed to cover the costs of the time people spend on M&E
activities, to pay for transport, training, supporting materials and the production of reports, etc.

The easiest way to prepare an M&E budget is to carefully look at the M&E workplan or the
specified M&E activities. There will always be overlap, to some degree, with other project
activities. It is not necessary to detail every minor M&E activity, but it is important to budget
for special events, such as review workshops, studies, M&E training. One way to budget is to
assess which of the costs related to each M&E activity in the workplan are not, or not
sufficiently, covered in the general budget for the project, contract or the ExCom Unit. Some
costs will be included in the unit or contract budget. Normal staffing costs, or e.g. car fuel and
maintenance costs may already be covered through a standard, monthly budget allocation.

Other M&E cost items may have to be budgeted specifically, such as:

»  For regular monitoring or field visits, check if there is enough budget for transport (fuel,
maintenance), and DSA (in case of overnight stays, for how many people and days, at
what rate)? ' ' ‘

Is there sufficient budget for consultants or temporary staff needed for some M&E
activities?

= Is there money allocated for the training and study tours planned?

Is there money for workshops (participants), meetings, briefings planned or materials
needed (maps, books, copies, etc.)?

Don’t ‘over-budget’, but make sure that lack of financial resources will not be the reason for
not implementing M&E activities.

Provincial Seila M&E System
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Provincial Seila M&E Roles and Responsibilities

Monitoring and evaluation at province level involves the agencies that implement the Seila
program (mainly provincial line departments, but occasionally also NGOs and the private
sector), and the ExCom units. The focus for monitoring and evaluation, and the roles and
responsibilities for each of these, is detailed below.

4.41 | Implementing Agencies

Each implementing agency is primarily responsible for the monitoring and evaluation of its’

Seila contract with the PRDC. To do this, each implementing agency has one or two M&E

“focal points”, who carry the main responsibility for the following:

* Monitor progress and implementation of their contracts with PRDC

»  Prepare and submit Monthly reports

*  Prepare and submit End of Contract Reports

* Prepare and implement internal contract evaluation in cooperation with PRDC ExCom
CAU (if/when deemed necessary)

= Assist in Seila sector, PIF and PDP impact evaluations as needed.

Progress information about contract implementation is communicated by the M&E focal
points to the CAU in monthly progress reports, and more detailed quarterly reports. All

monitoring information collected is in the first place for use at the provincial level. It is to
assist the implementers of the Seila program to assess the progress against the workplans,

approved budgets and agreed standards. Part of this information also needs to be reported to
higher levels, for use there.

4.4.2 Contract Administration Unit

- The ExCom CAU has the coordinating role for the provincial Seila M&E. The CAU ensures

regular monitoring and evaluation of the Annual Workplan and Budget and prepares progress
reports for submission to the ExCom, especially:

*  Ensunng that line departments and other contractors/suppliers are reporting regularly and
on a timely basis to the ExCom

Reviewing the progress and final reports submitted by implementing agencies prior to

their acceptance by the ExCom

= Maintenance of the Seila Contracts Database, the Contracts Spreadsheet and the filing
system on all contracts between the ExCom and implementing agencies

Prepare/update annual overview of Seila management structure and staffing, including

turnover rates

Assist the ExCom to ensure that the monitoring and evaluation of the annual workplan

and budget is carried out in accordance with established guidelines and procedures

Provide support and training to relevant staff of provincial Departments to ensure that

monitoring and evaluation concerns are addressed in the design and implementation of the

Implementing Agency Contracts financed under the provincial workplan and budget
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Ensure the receipt and review of periodic monitoring reports received from implementing
agencies and prepare quarterly and donor specific progress reports for submission to the
ExCom in accordance with reporting guidelines and procedures

s Coordinate with the Local Administration Unit to ensure consistency between the
commune and provincial monitoring and evaluation systems

Develop a workplan and schedule for direct monitoring and evaluation of specific
Implementation Contracts in accordance with criteria approved by the ExCom
* Document and collect information on lessons leamed within the Seila program including
case studies and special research

Assist external monitoring, review and evaluation missions visiting the province as
required

In collaboration with LAU assist with the development of simple information materials
that can be understood by villagers to promote understanding of decentralization
principles and local awareness of provincial plans and activities

Prepare the layout, production and distribution of provincial development newsletters
Coordinate with the Information Department on the dissemination of information through
radio, TV and print media

Maintain the ExCom Resource Library consisting of documents, data and information
materials collected from national and provincial institutions, development committees,
NGOs and other development agencies

4.4.3 Local Administration Unit

The monitoring and evaluation which the TATT supports is part of the M&E system which
operates within the Ministry of Interior, and which links DoLA, the Provincial Office of Local

Administration (POLA) and the Communes. POLA supports capacity building and the
functioning of the Commune Councils.

POLA/LAU has the following M&E roles and responsibilities:

s  Monitoring and evaluating the performance and capacity of the communes to manage the

implementation of the regulatory framework, to effectively administer the commune and

to promote socio-economic development of the commune

Organize assistance and develop workplans to assist the communes to carry out

monitoring and evaluation at the local level

Oversee the implementation of provincial monitoring and evaluation of the communes in

accordance with approved guidelines from the Mol/Dol A

Maintain databases/spreadsheets and monitoring reports and prepare aggregated reports

for submission through the ExCom to the national authorities in accordance with approved

formats

= Ensure that PFTs and DFTs are properly trained in the monitoring, evaluation and
reporting system for the communes, and can adequaiely support andcoordinate the
delivery of training to the communes

= Monitor and evaluate the performance of the PFTs and the DFTs

Assist the LAU Chief to organize regular progress review meetings with the Facilitation

Teams to identify strengths and weaknesses in performance and to solve problems related

to the implementation of decentralization

= Prepare regular progress reports for submission to the LAU Chief}
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4.4.4 Technical Support Unit

The Technical Support Unit has the following M&E roles and responsibilities:

s Monitor and supervise implementation of investment activities and certify quantities and
quality of works implemented by contractors

* Maintaining the Project Information Database for monitoring projects implemented by
Commune Councils and preparnng regular database reports for submission to the ExCom
and Governor

= At the request of other departments and agencies, provide supervision and certification of
quantities and quality of works implemented by contractors.

4.4.5 Finance Unit

The Finance Unit has the following M&E roles and responsibilities:

= Monitor and evaluate the efficiency of the financial management systems and formulate
recommendations on improvements for submission to national level

* Ensure that accounting procedures as specified in the relevant Financial Systems Manuals
are properly carried out including the maintenance and reconciliation of financial records,
the preparation of periodic financial statements and reports, the updating of the chart of
accounts and the enforcement of internal control mechanisms at all levels

- ®* Monitor the execution of the Seila Financial System, evaluate its efficiency and

transparency, identify constraints to effective operation of the system and propose
solutions for review in periodic meetings/workshops

* Prepare penodic financial reports for submission through the Fmance Umt Chlef to the
Governor

The provincial Treasury, which is linked to the Finance Unit, has monitoring and evaluation
responsibilities related to the Commune Fund, as the Commune Accountants are based in the

) provmc1al Treasury. Because the Seila program provides resources to the Commune Fund, it

has an interest in monitoring and evaluating how the communes use their Commune Fund

allocations. The main tool for monitoring the use of the Commune Fund resources will be the
Project Information Database.

4.4.6 PRDC and PRDC ExCom

The PRDC must review and forward the reports on the implementation of Annual Workplan
and Budget to the Seila Task Force and other development agencies within the province.

The PRDC ExCom has to: , ‘

* Manage, monitor and conduct regular auditing of the financial system and provide
payments to approved contracts in accordance with the financial manual/guidelines of the
Ministry of Economy and Finance.

Conduct monitoring and evaluation of the program in accordance with guidelines and

procedures to promote program effectiveness and to support the formulation of national
policies.



*  Produce periodic financial and progress reports on implementation of the Seila Annual

Workplan and Budget in accordance with approved formats and guidelines and submit to
the Seila Task Force.

»  Share information on planning, contracting, implementation, monitoring/evaluation
reports and other relevant development activities to line departments and development
institutions to support the effective implementation of provincial/municipal development.

= Meet at least once per week to review and discuss progress, identify operational
constraints, resolve problems and ensure efficiency-and effectiveness of program
implementation.

4.5 Capacity Building for M&E in Provinces

Staff training and development is a critical part of the Seila program. One of the objectives of
Seila is to build the capacity of government staff in a variety of areas, including M&E. Staff
should have the opportunity to acquire and apply relevant skills and knowledge. Capacity of
staff to implement the M&E system is strengthened through on-the-job training as well as
formal training courses, provincial and multi-provincial workshops, study tours, etc. As staff
leave or are re-assigned to other tasks, there will always be a need for training in M&E in the
Seila program.

For an effective M&E System you need skilled people who can, between them, fulfill the
M&E functions and tasks. Meeting capacity needs can be done by a number of ways.

Get the right people by:

= Hiring or seconding trained people

= Training the staff (internal or external)

* Hinng external people for special inputs.

The Seila program has clear guidelines for the recruitment of staff and personnel management.
These are described in the Seila Program Operations Manual in detail and are not repeated
here. The Operations Manual includes Seila recruitment procedures and contracting of staff
and consultants. These procedures need to be followed for all Seila staff. The recruitment
panel needs to ensure that the best candidate is selected. This includes ensuring candidates
have good skills and capacity for carrying out the required M&E tasks, or at least having the
potential to learn them quickly. M&E staff needs to provide input in the interview questions,

and should be included in the recruitment panel when staff with major M&E tasks is being
recruited.

Ensure capacity of good quality by:

s -Being clear about-what you expect -

= Regular staff performance evaluations

= Incentives for learning

= Limiting staff turover

= Having a qualified person to coordinate M&E
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PRDC and Seila job descriptions include M&E tasks. Supervisors, managers and colleagues
need to assist new staff or staff assigned to new tasks in getting familiar with the day-to-day
work, standards to be met, time schedules and output of M&E activities. It is also the duty of
every staff member to make sure s/he has clearly understood what s/he has to do and deliver.
The Seila Program Operations Manual includes a section Performance Evaluation Procedures,
indicating the steps to be undertaken to assess staff performance. This includes self-evaluation
and a panel review. It also includes steps to be undertaken when a staff member is not
performing his/her duties. The Operations Manual includes the Terms of Service Contracts.
for Seila staff seconded to the PRDC ExCom, including their benefits and salary supplements.

Training for M&E. Training, as part of a broader capacity building effort, should be based
on a training plan for all relevant people at provincial level. The basis for this plan is an
assessment of skills and conditions related to peoples job descriptions and tasks expected from
them. Training can be undertaken using the appropriate combination of training methods,
including some of the following:

* Intemal courses, tailor made for the target group (e.g. for communes, line department, etc.)
» External courses

*  On-the-job training/mentoring

»  Workshops '

* Study tours and exposure visits

Depending on how long people have been working in the Seila Program and/or on M&E, the
training received and given previously, different skills and capacity levels will exist in and
between provinces. Each CAU should budget and implement a special M&E capacity/training
needs assessment and prepare and implement, annually, a capacity building program,
addressing the specific needs of everyone involved in the Seila M&E System.

In general, if a staff member is interested in joining particular training courses or classes, s/he
should inquire with his/her supervisor, especially if it is related to skills needed on the job.

A staged approach should be developed in order to disseminate the following (but adjusted to
the level and relevance for the target group of the training):

* Basic knowledge of monitoring and evaluation and its use and importance

* The Seila Logframe

* The key government policies of decentralization and deconcentration, and the Seila
program cross-cutting issues (poverty alleviation, natural resources and environmental
management, and gender mainstreaming)

* The Seila M&E system with specific roles and responsibilities of different people

* Introducing and implementing the Seila M&E System

The stress of capacity building in the provinces should be, in line with the Seila M&E System,
on monitoring and strengthening the use of monitoring information in management and -
decision-making,

National level M&E Staff should assist where necessary and set the standards, distribute the
modules etc. for the training and capacity building activities.
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5.1.

5.2

Introduction to the Commune Management Structure

The Law on the Administration and Management of Commune/Sangkat, which was
promulgated in 2001, regulates the administration and management of the communes. This
law specifies that each commune is administered and managed by a Commune Council,
which consists of between 5-11 locally elected councilors. To support the Commune Council
in its administrative task, the Ministry of Interior has appointed to each commune a Commune
Clerk.

The Commune Council also has the right to establish advisory committees to assist with the
administration and management tasks of the Council. One such advisory committee is the
Planning and Budgeting Committee which assists the Commune Council with the formulation
of the commune development plan, the commune investment plan and the annual budget.

The powers, roles and functions of the Commune Councils are specified in the above
mentioned law, and in several sub-decrees and guidelines from various ministries (such as the
Ministry of Interior, the Ministry of Economy and Finance,, and the Ministry of Planning).
The formulation of implementing regulations is however a task that is not finished yet, and
even the implementing regulations that have been produced so far will need to be assessed and
perhaps improved. The commune level M&E system will therefore be incomplete for some
time, and will need to be updated and adjusted as and when new Government guidelines for
operationalization become available.

It is important to keep in mind that, sinee the slection of the Commune Councilors in February
2002, the Commune Council, and the planning, finance and management systems that it uses,
are a government structure and government systems. This structure and systems are used in
the whole country. The structure and systems that were used in the communes in the Seila
program before 2002 were program or project specific structures and systems. It is for this
reason that this chapter has as title “Commune M&E system” and not “Seila Commune M&E
system” ; the commune M&E system is no longer Seila-specific, but it is a general monitoring
and evaluation system for all communes.

Commune Monitoring and Evaluation

One important difference between commune M&E and provincial Seila or national Seila
M&E is that, at the commune level, there is a much clearer distinction between M&E by
the commune (i.e. by the Commune Council, by the Planning and Budgeting Committee,
and to some extent by the people living in the commune), and M&E of the commune
(which is primarily done by district and provincial agency staff). This can also be called
the “internal” M&E (by the commune itself), and the “external” M&E (by non-commune
people or agencies). This internal and external commune M&E should however not be
considered as separate systems ; they should be well integrated and complement one
another.
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5.2.1 Internal Commune M&E

One of the duties of the Commune Council, as specified in the Law on the
Administration and Management of the Communes/Sangkats, is that it must monitor,
follow-up and evaluate the implementation of its’ development plan in a transparent
manner. The Commune Council may do such monitoring, follow-up and evaluation with
the help of others (like e.g. the Planning and Budgeting Committee), but the overall
responsibility remains with the Commune Courncii.

The basis for such internal commune M&E is the commune development plan and the
annual budget. The Commune Chief is required to report monthly to the full Commune
Council on the work performance and progress. In February 2003, the Ministry of
Interior has issued a Prakas on the format of the commune monthly and quarterly report.
This information from the Commune Chief, and from the monthly report enables the

Council to assess progress against workplan, approved budget and agreements made with
other parties.

Commune finance administration and management — and therefore also the M&E
connected to it — is currently still a shared responsibility. The communes have the right to

make small payments from a petty cash account, but the commune account 1s kept and
managed by the provincial treasury.

There is currently no approved system yet for internal commune M&E.

5.2.2 External Commune M&E

The Law on the Administration and Management of the Communes/Sangkats specifies
that there must be monitoring and control of the general activities of the communes, to :

» Examine the legality of what is done by the commune. What needs to be done by the
commune, and how this should be done, is often specified in the law and in various
implementing regulations. Agencies entrusted with legality control of the communes must
monitor that the commune operates according to the law and those regulations.

Examine capacity development of the communes. Do the communes have the capacity to

play their roles and perform their duties ? How is the capacity of the communes being
developed ?

Assess support interventions to strengthen a commune’s capacity to manage its work, to
exercise its’ powers, and to perform its’ roles and duties.

The primary agency which is tasked with monitoring and evaluating the communes is the
Department of Local Administration (DoLA) in the Ministry of Interior, and its’
Provincial Office of Local Administration (POLA). In the provinces that take part in the

Seila program, the POLA is also assisted in this by the Local Administration Unit (LAU)
of the PRDC ExCom.
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Supervision of the communes’ finance management rests primarily with the provincial
treasury, and this for both the general administration component of the Commune Fund,
as for the development component. In order to monitor the progress of development
activities being implemented using the development component, the provincial treasury
will need a system, most probably a computerized database. This database will track
progress of activities and contract implementation, outputs, as well as financial
information.

5.3 Indicators for the Commune M&E System

For the purpose of setting up a commune M&E system that will serve both the Commune
Councils as well as the agencies at provincial and national level tasked with the
supervision of the communes, a set of indicators must be identified. The table below
shows some indicators that could be tracked, and how the required information could be
obtained. At some time, discussions should take place involving all stakeholders, to
decide on a minimum set of common indicators to be used by all communes, so that the
systems for commune M&E can be further developed.

The systems for decentralized Minutes of Commune Council v v
planning, finance and management meetings
are operational at the commune level | Commune monthly report -V v
Commune finance accounts v
Commune assets register v v
Commune annual report v 4
Commune development plan. v
Commune annual budget v
The systems to support commune POLA monthly report v
planning, finance and management | Provincial treasury monthly 4
are operational at the province level report
District and provincial 4
facilitation teams monthly
report
Accountability and transparency of | Public information channels at v 4
Commune Council decisions to the commune and village level (e.g.
local population meetings, information boards,
bulletins, ...)
Informal assessments by the v
Commune Council
Commune annual report oI v
Annual financial audit v v
Commune M&E System 5.3



Key Indicators

Local participation in commune

Means of Verification

Commune development plan

Int.

M&E

Ext.
\Y £

management and commune Project beneficiaries surveys v v
development Commune annual report v v
The performance of the Commune Commune database v 4
Council to promote social and Commune development plan v v
econorr.n'c devglc')pment, and . Commune annual budget v v
upgradlpg of 11v1ng standards, whilst Commune annual report v v
preserving the environment and the
commune’s natural resources.
Frequency, effectiveness and Informal assessments in the v T
timeliness of support provided to communes
communes Reports of district and province v
facilitation teams staff
Number of village and commune Project information database v oo
people trained in commune Commune annual report v v
management systems and procedures [para o onthly report %
The use of the development Commune database v v
component of the Commune Fund Commune development plan v v
Commune annual budget v v
Project information database v
Commune Fund database v
Commune annual report v v
Project management of the commune | Project information database 4
development projects (e.g. timeliness
of implementation, cost control, ...)
Quality, relevance and impact of Commune database v v
commune service delivery and Commune annual report v v
commune development investments Projects and beneficiaries v v
surveys
Commune assets maintenance 4 v
surveys
Effectiveness and appropriateness of | Planning system review v o
commune management and Finance system review v
adrmrgstratlon systems and Implementation system review v T
procecures. M&E system review v
Own-source revenue generation Commune annual budget v v
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5.4 Roles and Responsibilities for Commune level Monitoring and
Evaluation '

The following roles and responsibilities were extracted from the Commune Law and
other official Government guidelines relating to Commune Councils.

Commune Council

Review and approve the planning process workplan and annual budgets to implement the
commune development plan

Monitor the progress of, control and evaluate the implementation, results and impact of
the (development) plans, programs, projects and the delivery of services with
transparency and accountability, This includes activities undertaken in the territory of the
commune by government, non-govemment, international and private sector
organizations.

Adopt the budget, budget amendments and monitor budget implementation
Prepare/review, adopt and submit an annual report within 45 days after the end of each
financial year

Review, adopt, disseminate and publicize all Deikas (order/decision) of the Commune
Council in the commune

Liaise with the people and report the results of implementation of the commune
development plan to the population.

Commune Chief

Prepare and submit a draft workplan and budget to prepare the commune development
plan to the Commune Council for approval

Report monthly on the work performance and submit draft financial reports (monthly and
mid-year) to the Commune Council

Prepare and submit to the Commune Council, with the assistance of the Planning and
Budgeting Committee, the annual report and annual financial statements at the end of

“each fiscal year

Planning and Budgeting Committee

The Planning and Budgeting Committee should monitor the planning process and the
implementation of the planning process workplan.

Report monthly on the progress of its activities

Assist the Commune Chief to prepare and submit to the Commune Council, the annual
report at the end of each fiscal year.

Recommend actions to be undertaken concemning the subject matter that is given for
consideration to them.

Village Chief

To provide recommendations to the Commune Council on matters relating to the interests
of his/her village.

To make recommendations to the Commune Council or Commune Chief to manage and
coordinate works in his/her village.
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Citizens

» The citizens (are to be) encouraged to share their views on the planning process and its
activities.
»  The citizens (are to be encouraged) to monitor the budget implementation.

5.5 Data Collection and Means of Verification

Based on the selected indicators, and the means for their verification, one can determine
what activities must be undertaken to actually collect or gather, present and analyze the
information. Some simple methods for collecting information at commune level are: field
visits and observation, (informal or group) interviews, meetings, (informal) assessments.
The collected information can be summarized in regular progress and annual reports,
following standard formats.

In monitoring, collecting data is part of the day-to day work. At the commune level,
monitoring should be kept fairly simple and methods appropriate for this level should be
chosen. Monitoring forms and guidelines are important to help focus efforts, to ensure

that the right data is collected, and to make aggregation and analysis of the collected data
easier. ' '

Evaluation of the impact of the development investment, in relation to the stated
objectives of the commune development plan is not further elaborated here, since
detailed guidelines are not available yet. Here also, it will be important to choose the
most appropriate way to collect the data needed for the stated purpose, fitiing available
capacity at the commune level, time, and budget.

The table below summarizes commune M&E tools and data collection methods. Brief
descriptions follow, indicating the work to be done by and at the commune level, and
how data is to be analyzed, reported and used. A number of these means of verification
and tools have not been developed yet. These will only be mentioned briefly here. More
information, descriptions and general guidelines for use of these and other tools and
methods that can help guide the implementation of the commune M&E work are
provided in other sections of this manual.
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5.6

Type Commune M&E Tools and Methods

* Commune database
» Project information database

Databases / = Commune/Sangkat monitoring spreadsheets
Spreadsheets = Seila contracts database (capacity building information
only)
* Annual commune report
* Annual financial statement of the Commune Fund
Reports

» Mid-year financial statements of the Commune Fund
= Monthly commune reports

» Review of commune planning and budgeting system
: » Review commune finance system
Reviews » Review commune project implementation and service
delivery system
s Review commune M&E system

Assessments / » Projects and beneficiaries surveys

Surveys / » Commune Council capacity assessment

Studies _ = Impact study

Audit » Annual financial audit (performed by provincial level)

Data Collection, Analysis, Information Use and Reporting

This section describes briefly the proposed data collection tools and methods, their
purpose and what they monitor, the work to be done, and the use and reporting of the
obtained information.

5.6.1 Commune Database (CDB)

The Commune Councils play an important role in the collection, validation and use of the
village and commune data. The commune database, and the computer program that goes
with it, are based in the Provincial Department of Planning (PDoP). The commune
database is widely recognized as being very useful and relevant, and the information
obtained from it is used much wider than at the commune level only. For more detailed
descriptions of the CDB and its maintenance and use, please refer to the CDB manual.
The information below applies to the commune level only.

Purpose

To provide annually updated village and commune-data on a range of relevant and
reliable indicators. The data is used for planning, resource allocation, and monitoring
changes.
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Work to be done

The data of the commune database is collected through commune data sheets, provided
by PDoP. During the planning process, villagers review and validate village data from the
commune database. The PBC organizes the following process for that purpose during
Step 2 of the commune development planning and budgeting process:

* Presentation of the village data to villagers

* Villagers provide inputs

»*  Village representatives validate data, fill in data book

Reporting

Data is compiled in a commune data sheet and village data books, which are forwarded to
the PDoP.

Use

The commune data sheet is used during the commune development planning and
budgeting process. The PDoP updates the commune database.

5.6.2 Project information Database (PID)

The data collected by the Commune Council related to the contracts for the development
projects in the commune, funded from the Commune Fund and other commune
resources, will help the Commune Council to monitor the contract implementation and
payment status. The PID and the computer program that goes with it will be managed and
operated at the PRDC ExCom. The information of the PID is not only useful for the
communes, but also for the provincial and the national level. For more detailed
descriptions of the PID and its maintenance and use, please refer to the PID manual, once
the system has been developed. The information below applies to the commune level
only.

Purpose

The data on contracts implementation, as stored in the PID, enables the Commune
Council to follow the progress of contract implementation and budget expenditure.

Work to be done

Prepare the project (with assistance from facilitators, if needed) and prepare a contract.
Conduct regular field visits and spot checks to assess progress in implementation, and to
do quality control (by both PBC, and citizens)

Keep track of payments for the projects.

Reporting

Complete the needed project design, contract, progress and proj ect cbmpletion reports, as
per required formats (forthcoming). These reports are forwarded to the PRDC ExCom
(for use by the LAU and TSU).
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Use

The Commune Councils use the information to check progress against project contracts

‘and budget, to assess and discuss implementation problems, and take decisions to address

these problems.

5.6.3 Commune Monitoring Spreadsheet and Commune Reporting
System ’

Helps to keep track of the implementation of the development planning workplan and
commune budget implementation.

Purpose

Enables the Commune Council and the provincial agencies to assess and discuss progress
of development planning workplan implementation and the status of the commune’s
Commune Fund account. If problems are identified, the Commune Council needs to
decide how to deal with these.

Work to be done

Regular discussion when preparing these reports for submission to the provincial level, as
per required standard and frequency.

Reporting

* Monthly commune reports

= Monthly commune revenues and expenditure statement

* Mid-year commune revenues and expenditures staternent
= Annual commune report

Use

Commune Councils use the reports to check progress of implementation against
workplan and budget. '

5.6.4 Compliance with and Review of Systems

The purpose of checking the compliance of Commune Councils with decentralized
systems and policy is to check if the Commune Councils are operating within their legal
mandate. An obstacle to working out more detailed operational M&E procedures for this
compliance monitoring is the absence of agreed upon indicators (both qualitative and
quantitative) and their means of verification.

Regular reviews of the systems are needed to ensure the appropriateness, efficiency and
effectiveness of the systems. Compliance with, and reviews of systems at the commune
level will mostly be organized and undertaken externally, e.g. by POLA and national
level agencies. However, Commune Councils can and should also do checks and reviews
themselves.
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1. Commune development planning and budgeting system: The commune development
planning and budgeting system has been applied in 2002 for the first time. A regular
check will have to be done to assess if the Commune Councils are following and
implementing the guidelines for planning and budgeting correctly. A separate note is
attached as Annex 4, suggesting some methods the Commune Council can use to
organize simple reviews of the planning process on a regular basis.

2. The commune finance system is currently still being developed. The manual and
training for Commune Councils on the commune finance management system should
include simple checks that the Commune Council can perform to ensure proper
implementation of the system.

3. The commune project implementation system is also still being developed. It is
advised that during the design phase and in the manual of this system, a chapter will be
included to describe the roles and responsibilities of, and methods to be used by, the
Commune Councils to ensure compliance with and regular review of the system, to
ensure quality outputs and an efficient and effective implementation of the system.

4. The commune M&E and reporting system. This Section basically offers some initia)
suggestions for the development of the M&E system. The national level and the
provincial level will have to first further develop the system, provide training and
establish it at the commune level. The role of Commune Councils in reviews of the
systems will need to clarified and specified.

The reporting system for Commune Councils, with standardized monthly and annual
report formats, has been established in February 2003. It is expected that the current
formats will be assessed for their appropriateness, and that the formats may evolve
over time, to make use of increased capacity of both the Commune Councils and the
POLA staff. This will allow increased sophistication in information systems and
perhaps the inclusion of more data. It is important that the reporting requirements of
the different systems the communes have to comply with are as much as possible
streamlined. The communes should only have to prepare one annual report for both
the planning and the finance system.

5.6.5 Assessments and Surveys

There is a range of topics that the Commune Council needs to keep an eye on in their

commune. To name but a few:

= the quality of project outputs

= the use and maintenance of outputs and facilities

= participation

= service delivery

= citizen’s opinions on appropriateness, relevance, price and quality of services and
investments.
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5.7

Quick assessments and mini surveys are excellent methods to be used by the Commune
Councils — and even the supervising authorities — in this respect. It will be most useful for
the Commune Council to learn how to plan, implement and use a simple kind of
assessment or survey that they can subsequently apply in different situations as

necessary. However, it is a priority that more specific standards, definitions and
indicators become available for key issues at commune level, so that focused M&E
activities can be planned.

Managing, Planning and Financing M&E at the Commune Level

5.7.1 Planning for Commune M&E

Planning of M&E for Commune Councils needs to be very simple and easy. To start
with, a simple schedule that lists the tasks, who is responsible, when and where and how
often will be sufficient. The schedule can be split up in few categories, for example:
meetings, planning process, project implementation, reports, and special M&E activities.
For each of these categones, the Commune Council works out the necessary activities
and how often they should be-done, lists them and discusses and agrees on the details.
The schedule can be used during monthly meetings to check if activities were undertaken
and what the results were.

A tentative time schedule can be prepared at the beginning of the year and can be updated
and adjusted once the time schedule for the planning process and the workplan for the
implementation of project has been prepared.

5.7.2 Finances and Resources for Commune M&E

Using the schedule, the Commune Council can check in the proposed budget if there are
enough resources available for the activities. Costs for regular tasks are usually small,
like for field visits, planning process monitoring, or meetings and will be part of the
regular budget. The Commune Council should make sure special M&E events or ‘extra’
activities, have been included in the budget, for example a survey or assessment.

Commune M&E System 5-11



5.8

Building Capacity for M&E at the Commune Level

5.8.1 The Choice of Focal Persons for Commune M&E

The Commune Council as a whole is responsible for M&E, and therefore all councilors
need to understand the basic principles of M&E. However, after an initial orientation and
joint formulation of the M&E workplan, the Commune Council stiouid appoint two
people to keep track of the implementation of the M&E workplan, and report on the
progress to the Commune Council. One of these two people should be a Commune
Councilor ; the other person should be someone who is proposed by the Planning and
Budgeting Committee, and who has been endorsed by the Commune Council. These two
commune M&E focal persons should be a man and a woman. These people would also
be the focal persons for training and capacity building activities on M&E when only a
limited number of commune people are invited to participate.

5.8.2 Building up Capacity

Capacity building of Commune Councils in a range of topics, including M&E, is the
responsibility of the POLA. They will be assisted by different groups of people, such as
NGO’s, Provincial Treasury/DoEF, MoP, PDRD, etc. Each of these partners is
responsible to train Commune Councils in their M&E roles and tasks related to planning,
finances, implementation and management.

For a more general development and gradual increase of the capacity of Commune
Councils in M&E, the Commune Council mandate of five years provide good options for
a step-wise approach. The following phased strategy is proposed:

Year 1 — Establishment, basic principles and M& E workplan

= Step 1. Define the M&E tasks of the Commune Council and identify the individual
members for the specific M&E and reporting tasks they are to perform.

= Step 2. Focus capacity building of the Commune Council on the understanding of a
simple planning and implementation cycle, basic monitoring concepts and project
implementation monitoring, including the use of the related forms and reports.

= Step 3. Preparation of a simple monitoring activity schedule for the Commune Council.

Year 2-4 — Consolidation: Annual Investment Monitoring, different methodologies

= Step 4. The commune moves towards close monitoring of the implementation of the a
complete annual development plan, consisting of several projects (as apposed to
individual projects), including projects funded from both their own and other resources,
and implemented by both private contractors directly supervised by the Commune
Council and other organizations and agencies.

® More advanced and qualitative methods of monitoring are included in the capacity
building for monitoring.
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Year 5 — Advanced: Impact and Evaluation

*  Step 5. The commune will lean to evaluate the commune development plan, assess the
impact of the development activities implemented over a number of years and evaluate
the achievement of the commune development goal, as a basis for the development of the
next commune development plan. Guidelines to be provided by the Government.

Notes:

= A Commune Capacity Assessment should provide specific input about the capacity levels
in M&E of Commune Councils. Capacity building activities, through use of a wide range
of capacity building tools, needs to be tailored to the identified needs.

= Develop a series of training manuals for commune M&E training, matching the three
levels identified above. Stress should be on what information is needed, and how to use it.
Present M&E in small, understandable practical components, related to the stages and
activities of the Commune Councils: planning process, implementation, finances,
reporting requirements, etc. ,

= Develop training modules and handouts appropriate for the level of the Commune
Councils
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6.1

Data Collection

6.1.1 Data and Data Collection

Monitoring and evaluation are basically systems for collecting data, and analyzing the data to

obtain information. There are two types of data:

» Quantitative data, meaning it can be expressed in a number; and -

» Qualitative data, meaning it is expressed in words, describing observations, actions,
feelings, beliefs, etc.

Good monitoring and evaluation will usually use a mixture of both types of data. The
quantitative data has the advantage of being able to give information on characteristics for a
whole village, district, province or even the whole country. Quantitative data methods can
range from simple counting of inputs, outputs or beneficiaries to sophisticated formal
houschold surveys, census, etc.

Qualitative data, on the other hand, is often better at describing what has happened and
pointing to possible explanations, but analysis of such data is more difficult than with
quantitative data. Examples of qualitative data are: open ended in-depth interviews with key
informants, focus group discussions, case studies, mapping, observation, wealth ranking, etc.

As someone who is involved in monitoring and evaluation, it is important to become familiar
with different methods for data collection, and what their advantages and disadvantages are,
so that you choose methods which are appropriate for the type of activity or project that must
be monitored or evaluated.

In general, a data collection process will consists of the following steps:
1) Selection of the appropriate method(s) for data collection
2) Designing data collection forms
3) Training staff in the use of the tools
4) TImplementing the data collection
In monitoring one needs to decide how often the required information must be collected (once

a week, once a month, once every three months,....). In evaluation, a decision may be needed
on a sample size.

6.1.2 Examples of Data Collection Methods

Below are a number of brief descriptions of data collection methods that are often used.

1. Review of existing materials. This is also called review of secondary sources. These
form the background information to the project, and you can save much time by finding
out what data already exists about the project area or the project.
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2. Direct observation. By direct observation we mean systematically observing things,
events, people, etc. and recording what you see. It is a good way to cross-check answers
you get from people in interviews, group discussions and the like. Direct observation is
always relevant when conducting an evaluation. It 1s important to use a checklist to do
observation systematically and n a standard way (so results can be compared with each
other, if several people are working independent from each other). Field visits are
occasions where informal observation often takes place. The project manager or field
worker keeps a list ‘in his or her head’ of things he or she wishes to observe. After the
visit the observations are recalled and recorded, or discussed with other staff.

3. Interviews: Interviewing is one of the main tools used in data collection (just like
observation). Interviews can be very structured (asking a specific number of precise
questions and selecting the answer from some options given on a questionnaire), or they
can be unstructured (asking an ‘open’ question, and deciding what to ask next based on

the answer). It is this last type, the informal interview, which is most used. There are four
basic types of interview to choose from:

* Individual interview
This 1s used to get specific information. Hold individual interviews with a number of
people selected on purpose. Individual interviews are suitable to get information

about sensitive subjects, or subjects about which there is conflict or disagreement in
the community.

= Key informant interview
A key informant is anyone who has special knowledge about a subject. You
interview them to get special knowledge. For example, you can interview a midwife
to learn about birthing practices, or a village chief because he will normally have a
good knowledge of various aspects related to his village. Key informants are
normally able to answer questions about the knowledge and behavior of others.

= Group interviews
These are organized to get village and community level information. They usually
provide access to a lot of information, and there is an immediate cross-check, since
people correct each other. They cannot be used to collect sensitive information, and
they take more time and effort to plan. They also need a facilitator to guide the

discussion. When the group gets bigger than 20 people, it is better to split off into
smaller groups.

Splitting up groups may also help to get more qualified answers. The information
given by a group of only men may be different from what is reported by a group of
only women. Other examples of splitting up groups which can result in differences of
answers obtained are : old people vs. young people, or abled people vs. disabled
people.

= Focus group discussions

" These are held to discuss specific topics in detail with a small group of pcople who
are knowledgeable or interested. Just as with a group interview, you need a
facilitator. Focus groups should be small; between 6 to 12 people works best.
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4. Surveys are generally used to collect large amounts of quantitative information. Data
collection usually takes quite a bit of time, and analysis is normally done by computer.
Examples include formal household surveys or census. Formal methods such as surveys
have the advantage of generating quantitative data that are relatively accurate and have
high reliability and validity. Formal methods are very structured following precise,
established procedures that limit errors and biases. They generate systematic, verifiable
information. The disadvantages are that they are usually expensive and require higher
technical skills

5. Mini-surveys involve interviews with approximately 25-50 individuals, usually
selected using sampling techniques. Structured questionnaires are used that focus on a
limited number of questions. Mini-surveys are useful to generate quantitative data
that can often be collected and analyzed quickly. However, their findings are less
generalizable than those from formal sample surveys.

6. Case Studies are detailed examinations of a relatively few persons or items. In most
cases, subjects are not chosen by a formal sampling process. Often subjects are self-
selected, or are selected on the basis of relevant features. Case studies provide in-
depth, detailed analysis of only a small number of groups or people: it is not possible
to draw general conclusions from case studies. They can, however, be informative
and good examples to illustrate certain points or aspects of a program or problem.

6.1.3 Design of Data Collection Tools

The “tools’ that are used for data collection are forms to record responses or observations
during fieldwork. Data collection tools include: o - -

* Questionnaire for a formal, structured interview (exact list of questions for a personal
interview)

= Focus group guide

= In-depth interview guide

= Observation checklist

=  Data sheet for document review

* Data sheet to record findings from measurements

The following approach can help with the design of such forms or checklists:

1. Decide what instruments need to be designed, and what information needs to be
collected by each.

2. Review similar forms used for other studies to get some practical ideas.

3. Preferably in a small group, or with a team, brainstorm questions, categories, layout
etc. Prepare a first draft based on the brainstorm.

4. Ask other people to give comments on the first draft.

5. Improve the first draft based on the comments, and prepare a second draft.
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6. Pre-test the second draft. Pre-testing means taking it into the field, and using it as a
final product, but with a small group of people. Get comments and feedback from the
interviewers/observers, but also from the respondents, about:

* sequence and flow of the questions

» understanding of the questions (language used)

=  appropriateness of the questions

* coding to fit responses (see the section on designing questionnaires to find out
what that means)

* time required to complete the form

7. Review the second draft based on the findings of the pre-test, and prepare a final
draftx

6.2 Data Analysis

It often happens that monitoring and evaluation does not go much further than data collection,
with little or no data analysis. Analyzing M&E findings requires looking closely at the data
that has been collected, clarifying and structuring it, understanding connection and identifying
core elements, in order to arrive at information, conclusions and decisions that can result in
follow-up action. Analysis — and particularly participatory analysis which involves
stakeholders and the intended beneficiaries — helps to:

= Refine understanding and insights
* Limit bias by cross-checking information
= Build a clear picture of a situation/event/process and reach consensus
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= Strengthen ownership of conclusions and motivate people to make changes happen
(using participatory analysis).

6.2.1 Two Phases in Data Analysis

Data analysis can normally be divided into two phases:

1. Summarizing the data — collect the data from the group interviews, observation
sheets, and completed questionnaires. Make summaries to count how many people
gave the same answer or said similar things.

With quantitative information (dealing with numbers) this is easy to do.
Summarizing the data is done by:

Counting and preparing and presenting it in summary tables,

Breaking the data down by relevant categories (for example by male-female,
by age group, education, occupation or location).

Present information in different ways, such as percentages, ratios, averages,
medians and range.
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Summarizing qualitative data (dealing with descriptions) is harder. Some extra work
may need to be done first, for example:

»  Coding the responses and then counting them

= Identifying different categories of responses and the number or percentage of
responses in each category '

» Present the information including narrative background information or quotes
from the interviews as examples as illustration.

Interpreting the data - After summarizing the data, careful data analysis begins.
What is the data saying? Keeping in mind the objectives and outputs of the program
or project, what conclusions can be drawn and what recommendations made? If
several tools, 1.e., focus group discussions, surveys, are being used, it is important to
reconcile the results from these tools to make sure they do not conflict. Persons
familiar with the implementation of the contract can be useful in explaining some of
the findings.

' 6.2.2 General Guidelines for Data Analysis

Data analysis is a continuous process of reviewing data as it is collected, in order to obtain the
information that it holds. Use the analysis to formulate further questions, to verify preliminary
information, and to draw conclusions. Analysis is the process of making sense of the collected
data. It should not be left until all data has been collected.

Some general guidelines for data analysis are:

Look at the summarized data, and seek relationships between the parts. See what
conclusions you can draw based on the summaries (keeping in mind the goal and
objectives of the project!).

Arrange a list of key issues, and arrange your findings according to this list. Look
through your data, and look for differences, variations and contradictions. Judge the
relative importance of the information.

Formulate a series of questions based on the purpose of the evaluation (or the
objective of the project), and try to answer them using the collected data.

Use diagrams, ranking methods and other analytical tools.

Check your results and conclusions by presenting them to key informants or a group
of community members.

Be self-critical; does the information make sense to you?

Results have to be consistent and must not contradict each other. Two opposite
statements cannot be true at the same time. If your results contradict secondary
sources or other information, you must be able to explain why. Your findings have to
be believable.
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6.2.3 Data Storage and Information Management

During project implementation, and as a result of monitoring and evaluation, a lot of data gets
collected. Such data may not only be needed shortly after it has been collected, but also at a
later time (e.g. to compare the “before” and “after” situation of a project). It is important that

the collected data gets properly and systematically stored, so that it can easily be found in case
1t 1s needed again.

Data on projects is also used by more than one person, so it is important that whoever needs
access to data or information, can find it without much extra help of the person who has stored
it in the first place. There needs to be a system to store and manage project or program data
and information. When setting up a data and information management system, there are four
questions that should be considered:

1. What data and information needs to be stored?

Data and information storage 1s needed at two levels: to guide the project strategy and
for tracking operations. In principle, everything you decide to monitor and evaluate
will need to be stored in some way. Data about progress with implementation,
stakeholder reviews, annual project reviews, primary stakeholder databases, changes
in the context, information on impacts, minutes of meetings... the list quickly
becomes very long. Therefore, consider carefully what data and information needs to
pass to whom for decision-making and for reporting.

o

Who needs access o the data and information and when?

How the data is stored depends on who is to have access to the data and information
and how often. Information to guide the project strategy is critical for managers
(project staff and implementing partners), steering committees, primary stakeholder
representatives and funding agencies. Data and information on operations is critical
for fieldworkers, managers of project components and stakeholders.

For data and information storage it is important to consider the skills of the users and
the types of communication with which they are comfortable. Only store material
where it will be used. This is particularly important with data on paper. Do not
assume that all data needs to be copied, distributed and stored at all levels. Only keep

the data where it is used. This usually means leaving the originals with the
stakeholders who produced them.

3. What type of data and information needs to be stored?

As computers become more generally available, and more and more people know
how to use them, there is often a tendency to computerize most of the data. The
decision whether or not to store data electronically should be considered carefuily. If
the data needs to be accessible to many people, or if one should be able to access it
quickly in different locations, there is some advantage in electronic storage. But if it
is unlikely that the data will be needed regularly in future, and if it is basically only

needed in one location, then it may not be worth the effort of entering all of it in the
computer.
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It is important to store both paper data and electronic data systematically. For paper
data, we often use maps, folders and boxes to store documents in a chronological
order (i.e. according to the date the data was obtained or the information was
produced), or in a thematic order (i.e. by subject). For electronic data, sub-directories
and databases are used to avoid having all data and reports together in a way which
finds it difficult to get access to the data or the information again.

A brief description of the main databases used in the Seila program is given below.

4. How long do we need to keep the data and information? Regularly assess what

information you need to keep and what can be discarded.

A data and information storage system will soon get congested and overflow if it is
not updated regularly. Not all data and information must be kept forever. There are
some documents which legally must be kept for a number of years (especially
documents related to project finances and expenses). Some data and documents will
also be needed throughout the project, or to enable you to make comparisons of
change over time. This includes baseline data, summaries of progress in
implementation and interim impact information. Some data and documents also have
an interest beyond the project or program itself, and can be a source of useful
information to researchers and evaluators even after the project has ended. But there

* 1s also much data and information that can be discarded. This is as true for archives of
hard copies as it is for computerized data.

Databases in the Seila Program

There are several databases that play a key role in the Seila program:

= Commune Database
s Seila Contracts Database
= Project Information Database

6.3.1 Commune Database

The Commune Database (CDB), which started off as a Seila program database, is a national
information system of the General Directorate of Planning in the Ministry of Planning. The
CDB is managed by the Provincial Departments of Planning under the technical supervision
of the Ministry of Planning,

The CDB includes standard data which is collected each year (normally in December-
January) by village leaders in the entire country, through the village data book, with some
additional commune level data. This data is entered and processed into provingial systems,
and commune profiles are generated. Printouts of the commune profiles are sent to the
districts and the communes, to be used as inputs in the local planning process, and copies of
the electronic files are sent to the Ivhmstry of Planning in Phnom Penh, for compilation and
analysis at the national level.
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The CDB serves four objectives:

1. Planning — The CDB provides reference information and reports for annual
commune profiles, district profiles, province profiles, and special ad hoc planning
requirements. The information includes all five planning areas defined in the
Commune Law: social, economic, gender, environment, and administration/security.
CDB planning products help to identify issues by comparing local areas with each
other and with the larger region, and help prioritize assistance. Planning documents
such as the Commune Profile are delivered back to communes for their use
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2. Reporting and tracking changes — The CDB program generates reports for all
indicators collected through the village data book, as well as data from the 1998
census and from some ministries (education ; agriculture, forestry and fisheries ; and
geography). The CDB produces reports that compare performance of indicators over
time and allows to track changes. In addition to charts and tables, the CDB is geo-
coded, which enables mapping of indicators at village or higher level.

3. Resource allocation — One of the main objectives of the CDB is help the Ministry of
Planning to rank all communes in the country, to support the Commune Fund Board
in the annual allocation of resources of the Commune Fund. The CDB-based poverty
rank of the communes enables the government to allocate resources to the communes
considering poverty as one element in the resource allocation formula. The poverty
rank is based on ‘proxy’ indicators that were identified after extensive reviews of

‘poverty studies in the country.

4. Special requests — Another objective of the CDB is to provide an easy to use village
based information system for every province in Cambodia, which can be used to
produce short reports, tables, charts and summary findings on request by provincial
departments, NGOs and other development agencies. The CDB can also provide
timely ‘ground truthing’ in support of more in-depth socto-economic studies.

The use of the CDB for M&E is primarily to support the preparation of reports, and to check if
there are noticeable improvements of socio-economic conditions at the local level. The CDB

is not really suited for impact assessment of the Seila program, because the basic unit in the
CDB is the village and not households.

6.3.2 Seila Contracts Database

The Seila Contracts Database (SCD) 1s a database for managing Seila program contracts.
There are three types of contracts:

1. PRDC - Implementing Agency contracts. These are the sub-contracts that relate to

" the Provincial Investment Fund investments. They are signed by the head of the
Implementing Agency, and by the provincial Govemor in his capacity as Chairman of
the PRDC. For these contracts, the following gets stored in the SCD : detailed line-
item budgets, planned activities, physical quantities of outputs, monthly workplans,
and progress against outputs and expenditures. The outputs in the contracts are

selected from a standard list of outputs, which also makes the link to activities in the
Seila logframe.
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7 STF — PRDC contracts. These contracts summarize the PRDC - Implementing
Agency contracts, and add to it the program support costs for the operation of the
ExCom units. The contract gets signed by the provincial Governor, as the Chairman
of the PRCD, and by the Secretary-General of the STF. The SCD stores information
on workplans, budgets and progress for each provincial contract.

3. STF — Ministry contracts. These contracts relate to the national level activities from
the ministries or agencies that participate in the Seila program. These contracts are
signed by the Seila program focal persons in those ministries or agencies, and by the
STF Secretary-General. For these contracts, the database stores information on
workplans, budgets and progress.

The SCD is useful for both the provincial and the national level.
Provincial level

The SCD helps the managers of the PRDC — Implementing Agency contracts:

= to prepare their annual Seila program contracts and contract amendments more easily

= to store the data on program workplans, budgets, progress and outputs
= to prepare quarterly and end-of-contract reports using the SCD

For the ExCom Contract Administration Unit, the benefits of the SCD are:

= All contract information relating to PRDC — Implementing Agency contracts is stored
together and in the same format. This makes it easier to prepare summary reports on
program implementation, and to analyze the data of the different contracts.

* The SCD makes it easier to prepare the STF — PRDC contract, and pessible contract
amendments.

= It helps the CAU to prepare quarterly and annual reports more easily.

s The SCD serves as a resource database for provincial level M&E.

National level

When the ministries and agencies that implement national level Seila program activities will
use the SCD, the benefits for them will be similar as those listed for the PRDC —
Implementing Agency contracts.

For the STFS Contract Administration Unit, the benefits of the SCD are:

= All contract information relating to all Seila program contracts is stored together and
in the same format. This makes it easier to prepare summary reports on program
implementation, and to analyze the data of the different contracts and of all Seila
program implementers (at provincial and national level).

= It helps to prepare quarterly and annual reports for the Seila program overall.

* The SCD serves as a resource database for national level M&E.
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6.3.3 Project Information Database

The Project Information Database (PID) is the database that will replace the Local
Development Fund (LDF) database. It will be the key tool to monitor the commune projects
implemented with Commune Fund resources. The PID will be maintained by the PRDC
ExCom, and will provide a province-wide monitoring tool of Commune Fund activities.

The database will hold all relevant information on the Commune Fund projects and outputs

that are implemented by commune councils, including financial information updated monthly

from provincial Treasury reports on the payments that have been made. The PID will hold

information on:

* Project information, such as: name and GIS of the commune; name of the project;

objective of the project; number of beneficiaries; etc.

Operation and maintenance, and compliance criteria. For example: estimated

service life of project outputs; estimated periodic maintenance interval; estimated

costs of annual routine and periodic maintenance; annual cost of operation; etc.

= Contract information. Such as: type of contract; name of contractor; price of
contract; allocation of Commune Fund for contract; date of contract signature;
planned schedule of payments; etc.

*  OQutputs. Such as: location of outputs (if possible with GPS coordinates); type of
outputs; quantity of outputs; cost of outputs; etc.

* Progress. Such as: date of progress report; percentage completion; assessment of
quality and workmanship; adherence to project design,; etc.

» Payments, Such as: date of payments; amounts of payments.

» Results. Success rating of project outputs compared with project objective.

At provincial level, the ExCom Local Administration Unit will be responsible for maintaining
the database in collaboration with the Technical Support Unit. LAU will prepare regular
database progress reports on commune contract implementation for submission to the ExCom
and the provincial govemor. However, as much of the information in the database will be

~ collected by the TSU, LAU may agree with TSU that TSU are responsible for data entry,
when this is appropriate. '

At national level, the PID will be maintained by the Department of Local Administration

(DoLA) of Mol. DoLA will provide up to date copies of the database to STFS and to the
Ministry of Rural Development.
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7.2

Introduction

There are many different audiences for M&E information. For example it might be necessary
to report on progress of a project or program to managers, implementing agencies, steering
committees, funding agencies, stakeholders. Funding agencies and managers need
information on impact, while implementing partners need to understand problems in order to
find solutions. :

When presenting and communicating M&E information, keep the following in mind:

=  Know who the audience is: who needs what kind of information? Is it needed for
accountability, for action and decision-making or advocacy? What do you expect
from the audience? What content and form is most appropriate?

* Build communication into the M&E system: plan it from the start, design
information flows, and decide who is responsible for communicating what and
when/how often. - B )

* Invest in communication. Professional presentations and reports, capable people
make all the difference. '

General Guidelines for Writing Reports

Regular reporting of information is important to document the results of the project or
program. Reporting the information in a meaningful way is essential to communicate the
results of the data collection and analysis. A report should be clear, and describe succinctly
what has been done, what methodology has been used, and how conclusions and
recommendations have been reached.

The general guidelines for monitoring or evaluation reports are the same. What is often
different is how the information gets presented. Monitoring information is often incorporated
into periodic reports (e.g. monthly or quarterly progress report), whereas evaluation reports are
often separate reports. »

Some general points for writing monitoring and evaluation reports are as follows:

* Keep it short. Very long reports tend to be used less than short ones. Often people do
not have time to read a long report.

= Keep it clear. The report is supposed to be read and understood. Avoid technical
words and jargon. Use simple, clear and familiar words that everybody can
understand.

= Use short sentences. Try not to use more than about 16 words in a sentence. Use
positive sentences. Do not put a lot of different ideas in one sentence.

* Plan spacing and layout. For a clearer layout, break up the text into short paragraphs
to help the reader. Present one main idea in each paragraph.

= Use subheadings. These help people to remember what they read, and make the
report more interesting.
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Emphasize key points. Use larger letters, underlines, italics or bold text to
emphasize key points in the report (but don’t overdo it by combining too many

different styles or sizes on one page). For example, this manual does use not more
than two fonts and three character sizes.

Use lists and tables. Information can be presented very clearly and concisely in a
bulleted list or table. It also saves space and the reader’s time.

Present findings in an easy-to-understand manner. The information and findings
are often complex and difficult to describe in words. Graphs and maps, besides lists
and tables, can make key information more easily accessible.

Edit your report carefully. If possible, always spell check the document. After you
finish the report, leave it for a day. Take a fresh look at it the next day to do the final

editing. It is also a good idea to ask colleagues (or a manager) to read a draft version
and to give feedback.

Submit on time. Ensure that the report is submitted on time, especially when the
- results are to be used for decision-making,.

73 Repc;rting in the Seila Program

In the Seila program, a lot of reports are prepared by the provinces and ministries/agencies at
the national level (both periodic reports and evaluation reports). Report writing involves a lot
of work, and there 1s the risk that reporting gets done as a habit, for the sake of reporting,
without it being clear what purpose the report serves.

Preparing reports takes time and energy, and this is time and energy which is taken away from
the core activities of the Seila program. It 1s therefore important :

To limit the time needed to prepare reports, and to handle and analyze reports.
Reports should as much as possible be to-the-point, without long paragraphs of

descriptive text, but still provide a minimum of essential information that needs to be
shared with other people.

* To make reporting as automatic and standardized as possible. Part of this is to
have standard sections of quantitative information generated automatically through

the database programs. Using standard formats for narrative sections will also help to
prepare these sections more quickly.

» To avoid overlap in reporting. The PRDC ExCom and the Seila Program Support
Office work in collaboration. What one reports should normally not be repeated by
the other (except perhaps for translations from Khmer to English).

The reporting and document preparation requirements at provincial and national level are
discussed in the following sub-sections.
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7.3.1 Implementing Agencies at Provincial Level

Annual PRDC to
implementing agency sub-
contract

Monthly report _

Quarterly report B

End of contract report (for =
X . —B
implementing agency sub-
contracts)

L}

At the beginning of each year, each implementing agency that has a Seila program contract
with the PRDC prepares an annual workplan and budget. This contract, the PRDC —
Implementing Agency contract, is a contract between the implementing agency and the
PRDC, and is prepared using the Seila Contracts Database (SCD). The standard format of this
contract— and all other contracts mentioned in this sub-section — can be found in the SCD

manual.

Every month, each implementing agency provides a report to the CAU in the PRDC ExCom.
Part of this monthly report can be generated from the SCD. At the end of the quarter, the
monthly report is replaced by a quarterly report (except for the 4™ quarter when the end-of-
contract report will provide this information).

All implementing agency contracts should, in principle, finish at the end of the year. It can
however happen that some scheduled activities have not been fully completed by the end of
December, and that it needs some extra time to finish them. In consultation with the CAU, and
after assessment of the reasons for requesting the extension, a limited extension can be
granted. At the end of the contract, an “End of Contract” report is prepared. Parts of this report
can also be prepared through the SCD.

' The horizontal line indicates the period covered by the plan, contract or report. The line does not

indicate the time needed to draft the plan or contract, or to prepare the report.

2 The choice of February is only as an example, to indicate that the “end of contract” does not

necessarily coincide with the end of the year.
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7.3.2 PRDC ExCom

A A . D
Provincial Seila program

annual workplan and

Budget

Monthly financial report B |E

(to STES) e | '

Quarterly updates of Seila E
program databases

Quarterly report <

Annual report 2
End of GOV contract =

report T

All the implementing agency contracts, together with the Seila program support activities,
form the annual provincial Seila program. At the beginning of the year, each province
prepares its Seila program annual workplan and budget and its GOV contract. Thisis a

~ contract between the PRDC and the Seila Task Force, which incorporates all the provincial
sub-contracts with the implementing agencies.

Each month, the ExCom Finance Unit sends information on the month’s expenditures to the
STFS, where the information is compiled for the whole Seila program.

Contract information is updated continuously, and at the end of each quarter, the ExCom
CAU sends an update of the SCD to Phnom Penh. The PRDC also prepares a quarterly report,
except for the 4™ quarter, when an annual report is prepared that gives an assessment of the

progress during the last year. The last report to be made is the end-of-contract report for the
GOV contract.

It is recommended that each ExCom unit prepare its internal workplan and budget at the start
~ of the year, to ensure that the key activities of that unit will be properly implemented, and that
it will have the resources available to do so. Whether or not there should be regular internal

reporting by each ExCom unit to the ExCom is a decision which rests with the ExCom.
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7.3.3 Ministries/Agencies at the National Level

Ministry/Agency Seila
program annual workplan
and budget

Monthly financial report
(to STES) " ' ‘ :

Quarterly report

End of contract report

(i
[

[
LP)

The ministries or agencies at the national level that implement Seila program activities,
prepare a ministry/agency Seila program annual workplan and budget. This is a contract
between the ministry or 'thé'age‘mcy and the Seila Task Force.

If the ministries or agencies manage their Seila program finances independently of the Seila
Task Force Secretariat, they prepare monthly finance reports for STFS.

Each quarter, a qruarterly report is prepared, and at the end of the year an end-of-contract
report. '

7.3.4 Seila Task Force

g

Seila program annual
workplan and budget
Monthly financial report _
(to STF)

Quarterly financial report
(to Seila program donors)
Quarterly report 2
Six-monthly report (to the
Council of Ministers)

Annual report

i
iy
{figz)

The Seila Task Force — through its Secretariat — prepares the overall Seila program annual
workplan and budget. This document describes what the Seila program will do in the coming
year to move towards the achievement of its objectives, and how the provmces and the Seila
program implementers at the national level take part in this.

Every month, STFS prepares a financial report for the STF, and every quarter a financial
progress report is submitted to the Seila program donors.
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A more descriptive account of progress in Seila program implementation is given in the
quarterly reports, with a general overview in the annual report. The Seila Program 2001-2005
document also foresees a six-monthly report to the Council of Ministers.

7.3.5 Frequency of Reporting for Seila Program Indicators

In Section 3 and Section 4, the key indicators to monitor the performance of the Seila program
at national and provincial level have been listed. Reporting on changes for these indicators is
done periodically, but the frequency of such reporting is not the same for all indicators. The
table on the next page indicates for which indicators the reporting is done quarterly, and for
which ones annually. The table also indicates the frequency with which the data gets collected
or updated at national and/or provincial level.

Reporting and Use of Information 7-6



L-1 uolewWwIOu Jo asM pue Buiodey

[ . 29(J-AON g sdoyssom
“Ieak € 90uQ S}[nsaI uoneIFayur JoIsI(Y | A uoITe139)Uy 191MSI(] J8 SSUNUIIOD ylim SOON
09(J-AON synsal AR pue sjusurpedop Aq pauSis SluawavIdy

[enuuy ‘Teak v 00U | uwoneISINUI JOLYSIP JO ArRWINS [0AI] [BUOTIBN] it Arerodwa [, Jo Iaquinu Ul ase2I0U] ¢
29(J-AON P sue[d
‘Ieak ® 20U sj[nsa1 uoryeidajur JoLnsI( Juowdo[sA3( auNWWIOY) Y} Ul PAUSPI
29(J-AON sj[nsai1 sanuoud 0} sjuswaaify Arerodwo ], woyy

fenuuy ‘2o B 20U | UONRIIDIUI JOLSIP JO ATRUIUNS [9A9] [BUOLEN SSQUSAISIOASaI PUBLUSD UT 9SBAIOUI [BNUUY 4
[enuue ‘Aj1911enb sooutaoid (e ur jeuorjessdo sre Suniodax
‘KIyIuo saouage [erouiaoxd woy spoday |l pue ‘vonjejuawajdur pue juswainoold
[enuue ‘Aj1openb uonesIeua9p AR ‘Gune8pnq ‘Furuuerd pazijenusossp

Aroneng) ‘Afyyuopy | Jo uonejuswopdwir uo sawstum woldy spoday o Jo poddns ut samjonys pue swojsAg ¢
. somaotd i saunuwrwod [[e ut [euonesado
arepdn Aqjuon oed ur 39ayspealds Jurtoyuow sunwwoyy |4 i —|ore Suntodas pue ‘spoofoid pung sunumion jo

uonejusws[duwi pue juswainooid ‘Sunedpnq
‘Buruure[d pazi[ex)Uoo9p 10§ SWISAS 7

spusuImnISur

[e39] U1 pa}ooa[jal UONBIUIIUOIAD PUR
UONESI[eNUa09P Ul oousuadxe weifoxd e[lag |

syeoyspeards Fuuojuow
A11211ENQ) arepdn A[yjuo AUNUIIOD JO ATRWWUNS [9A] [BUONIEN [ |

, 019 ‘saurjapIng
Aprapeng) © . snonunuoy) ‘S00109pqug “s9e100(] ‘seRl] ‘SMETY |
yusurdo[aAap [ed0] d[qeulE)sns oFeuew 0) S3159)e1)s PUE SWISAS PIJe.)UIIUOIIP PUE PIZI[EIUIIIP AJMISTI 0L, :2A13[q0
: USLIOM pUE USW JO
$19A3] Auaaod usamiaq Ajtredsip paseardsq 7
[oA9] A11aA0d [eUOTIEU JO UOHONPSY |

sarred Ioyjo Lq pajenjesa

PUE PAIO)IUOW 9q |[IM BIPOQUIR)) UI ]93] ApaAod Jo uononpay “uoneiss|fe Aueaod
0} UOTINQLIJU0D )1 9)eN{RAS 10 Iojuow A[jeotyroads o) jdwoye jou [[im wexdord oy,
3durnI12403 Pool y3noy nonelsd|ie Apseacd 03 papnqryuo) _"__EU,

i

|
|

weagdoad e[g
10] Sunaoda.a
Jo &duanbaay

|
ubpa]j0d BEp AN

{
|
UOIIBIIJIIIA JO SUBIJA] PO S40JEPU]

Jo'Kouanbaay

s10yedIpuy werdoid epas 10§ Sunuoday pue wonadoqo)) vre Jo LHuanbaiy

i B B e e e e



8-/ uolnjewlou| Jo asn pue Buiodey
soouiso1d
Ajea x pUR SaunuwItwod wolj spodal aourUly [BNUUY
SoUNWIWOD
pue sooutaoid Jo spiodax aoueUlf [BNUUR saourAo1d pue saunwwod £q
[enuuy Al1ea g JO AIeuriuins |9A3] [BUOIIRU PUR SPI032I JHIN Pale1auad 9NUIAII 92IN0S-UMO JO JUnory 7|
weisoxd
B[19S 21 Aq pauSisop SwaisAs juswoFeus
Al1ea x sanjuoyine [eouraoxd uroly suoday Po1EnUaoU029P ulsn sapLioyine jeroutaoxd
|enuuy JSTLEN SIOUOp pue A Woy spoday Aq A[[enuue pogeuetl $90I10891 JO JUnOWy |
: sa1in3y soutaoxd Aq ‘J1d
renuury A[Ie3 & uone[ndod {etouraoid pue uonesofre Jid a3 ySnoxy sieysuel; endes-1ad oFeioay (]

[enuuy | AJ1eaA ﬁo>8mﬁ.__m J

UOIBIU2OUOIIP
ySnoxy syususaatn yeroutaold yo
poddns U1 uonnqUIued DOHY Uo uolsioap JHN

UOTJBIJUIOU0IID

pUE UOHESI[ENUd9P Juswd[dun

0} s198pnq jueLndal pue [ejided 10 sadutaoxd
91} 0] PaJLIO[[R $90IN0SAI Jo3pnq [BUOHEN §

soIngi§ uonendod

) pun,j aunwuo))
a3y ySnoxy) sioysuel) ejides-sod oFeroAy g

Jenuuy Aj1es x SUNWWIO) PUE UOTIESO[[e Pun, SUNUNI0))
punj SUNUIWO)) h pung aUNWUIo))
Jenuuy A1es x 0] UOIINQLIUOD DOy US UoLS109p I 9y} 0} pajedo[[e S32IN0SAI 393pnq [euoneN /|
noda1 Hdd sfaaa] [erouraold
[enuue Ul ‘A[Ied X | 18 2IMJoNI]S JUSWSFeUBUL UL USUIOA 3O JoquInN
uodax
[ehuue sunuIuIod s1oquuaw Hgd
ur ‘Ajres x pUE SIO[I5UNO0D SUNIIIO) USUI0M JO JoquInN
uoda1 DId S[oA9] [e1ouIA0Id pue [euoijeu Je
[enuue ur ‘A[Ies | 9IMjonns judwsSeusl ul :oE@Bwo Areurung
podar
[eNUUE QU0 s1oquidw g pUe SI0]10Unod [9A9] [e1ouTA0ld pue sUNWWod je suonisod
[enuiry ut ‘Ajres SUNUIUIO) UOWIOM JO ATRUINS [9AS] [EUOLEN drysiopes] Ul USWOAM JO JoquuInu U1 9seaIou] 9

weaSoad ep1ag M ﬁ
10§ sunrodau —..mo,z.u ALl
Jo Auanbaayg

Jo Louanbaayy

HONEBIJLIIA JO SUBDA| vmfmuogm

|




| .l

6-/ uoijewliojuy Jo asn pue Buipoday
a1epdn A[1aueng) S[oA?[ Suijjels poddns [B1oUTAOI ]
s[aA9] Suyye)s | i[seunwwios 0y poddns Suipraoid sjaasy 1o1sip
Jenuuy ojepdn fenuury | woddns [e1ouiaoid Jo Arewruuns j9A9] [gUOTEN] /| pue [erouraoid Je uSWOM pUR USW JO TAqUINN 9
[BUOISBI0Q) syodar Sumutery,
orepdn Ajyuop SseqEIR(] S10eluo) B[Iag Zututer) ay) Jo 1u9)X9 pue ‘sainpesold pue
[eUOISBIO() spodax Sururely swosAs “s3deouos ur paurer) 19 ferouiaoxd
Al1end atepdn Ayjuom aseqele(J S10vNUOY) B[I19S PUE JOLISIP JB USWIOM PUE USUI JO IOQUINN 'G
[BUOISBID() spodax Surutel],
A[qiuon spodor ounwuio))
souiaoxd
atepdn Ayjuojn 10’3 Ul 193yspeaids FULIOJUOW dunwwoy)
Jeuoi1sedd() ’ mﬁomvhlmﬁmﬂ_durﬁ mawﬁmm 1) 3} JO JUIX9
sjeoyspeaids FuLiojiuowr pue ‘sampadold pue sudIsAs ‘sjdaouod ur
Aj91ren) aepdn Ajyuo SUNWIWOD JO ATRUILINS [9A3] [eUOlRN 'L [paurel] Jyels / SIO[IOUNOD SUNUIIOD JO 1I3qUINN ‘47
12K ;
K192 pajepdn dId d1d Surjjox
renuuy | ‘sieak ¢ A10A9 J(Od sjuawnoop Jid pue ddd Ieak € pue Jad 1eak ¢ 2onpoid soouraold [y ¢
$)38png suUnNWuod pue
Kjrea x Sd1D/SdAD JO sHodal JUdSSISSe [RIOUTAOL]
s398pnq sununuoo IouwraAon) Jerouisoid
Pue Sd1D/SdaD Jo spodal juowssasse Aq syoayo Ayjedar ssed 1ey s3o3pnq
[enuuy Alrea x Jeroutaoid yo Arewruuns [2A3] [euonieN fenuue pue sJ1) 1o/pue sJD JO a3euadiad g
souraold
arepdn AJIuoA oe9 Ul J9ayspealds Sur0)mow SUNwoy) 1894 Yyoes Jo
syoayspeaids Suniojtuow 1o1menb jse] oY) Aq sounwitwos (e ur paredoxd
fenuuy arepdn AT(IUOIN SUNUILOD JO ATBUIUNS [9A] [RUOIIEN 4 s18pnq [enuue pue sq[)) I0/pue sga) |
SUIISAS PIIEIIWIIUCIIP PUE PIZI[EIIUIIP 3y} Sunudwd[duy A[9A1309J)d cnﬁeo.:aﬁm.:obm S[9A9] [I¢ }& SHonnnSi patERy :1 ua&lQ _
[ |

weasoad ejes
10j Sun.aoda.

Jo Aduanbaayg

up(133[|0d vEp
Jo Luanbaayg




l I ] I ] ) ) [ ] } ) 1 l ) ) )
OL-2 uoneuoju| Jo asn pue bunioday
pajuswardur 9002 ‘v00Z skaams dn-mofjoJ AN[iqeiduina pue 19pusd ‘SpooyIjaal]

uay £00Z + OUI[35Bq JIWIOU0I-0100S UO UOTJBSI[B1)U0P JO JUatussasse joedw] 4
900T ‘+002 skaans dn-moy[oj s195f01d puny

[enuury £00C + 9UI]aseq JIWOU0II-0100S sunwwo)) yo ojdures e jo juswssasse joeduyy ¢
[eao1dde 308pnq aunwruos jo syjuow
arepdn Ayiuoy aseqeie( uoneuuojuy 10aforg Z1 ungim sjoaford pung saunwuio)) 10§

[enuuy | 9epdn A[1a119enQ) oseqeje(] uolteurtojuy 399loig S$10)0v1jU00 0) sjuowAed [eurj Jo aSejuasiad 7|
Sd() Yim 35UBpIoode
a1epdn Ajypuo aseqeje(] uoneuLiojuy 103foig ut ‘uonejuswa[duil ropun s392{o1d/s108nU00

Apzpend) arepdn 101100 aseqeje(] uotjeuLioyuy 193fo1d T pun,j sunuIuo)) Jo snjejs pue Idqunp ‘|

yuourdoaAap [20] 1] popiacad S)HOUIISIAUI PUE SIIAIIS IAIIIJ2 PuE JuanYyq ;7 Inding
, uoljejuawojdur Jopun
K1open) 91epdn Aj191E0Y) 9seqRIE( S19B1UOD) BJI9S S10BI1JU0D AI)STUIWI JO SNJBIS PUR IaquinN (]
ojepdn Ajyiuoy aseqeje(] uoljeuLojuy 399(oig _.
Alreax | s193pnq pue sue[dyiom [enuue g[I9§ [BIDUIAOI]
ojepdn Aj1a11E00) aseqeje( uoneuLIOjU] 193[01g [2A3] SUNUIUOD pue [erouiAold
[enuuy \A:.mo A 123pnq pue ue[dsI0M [ENUUE B[I5S ‘leuoneu je pazijiqow NN 10J S20I0say ¢
ayepdn Ajqauoy aseqee(q uoneuLojuy 303{o1d
Al1ea x| s)98pnq pue suejdyjiom [enuue n,:@m [erouiA0ld [9A3] SUNUILLOD
ojepdn A[1911EnQ) oseqeie(] cosmESmE 199lo1g pue [erouraold ‘[euoljeu je pazijiqow
[enutry AJ1Ba & 193pnq pue :m_mﬁo.? [enuue e[1as Sururearjsurew 1vpuag 10 S30IN0STY 8
. Jyeis i) wodxy DAAd .
Ajydo £q sa131a1)08 110ddns pue s)ISIA JO SPI02Y
(oouraoxd) [enuue .
‘(ounuIuIod) spodal [enuue pue
A|yuop Ajjuotu sunwwod pue podel fenuue y10d saunuIuIod
[enuuy A[1Ba & spodar enuue y10d JO Arewruung [0 papiaoad poddns jeuonreu-gns jo Aousnboiy /|




-4

uoljeulIoU| Jo asn pue Buiuoday

pajuswapdun | panosdwi 9oueuI2A0F [B20] POOT FuIpIeIal

uay M 9002 ‘Y002 Kanans sya119q 29 V3 I Jo12q pue saomoeid mog::m 9Zpa[mouy] 9
B T80k 90uUoLIadXD
© 90UO0 JSBI| 1Y spoda1 wnio g e[19S | wrei3ord ey19§ Aq pauLIOJUT UOTIEIJUIIUOIID

fenuuy S00Z “v00T ‘€007 suodax Apnys 0139181S pue UONeZIJRIjUS22p U0 anZO[RIp 01321eNS g
soonoerd pue
Ao1j0d ut pajoayyaa (Suitresnsutew 19puad
SaIpNYS pue JATIN ‘uoneias[je A11aa0d) sanssi

[enuuy [eUOISBOD() uonenjeas ‘syrodal Surjpaw ‘Sjuswa)e)S Sunino-ssord ym sousradxo weidoid efag 4
soyoaads s[eroyjo Sunyew Ao1j0d [eUONEBU 0] $3INQIILOD
juaULIoA03 ‘sjuawale)s £o1j0d pue Sp10oal UOIBI)U2OUOJIP PUB UOTJRSI[BIJUS0IP

[enuuy snonupuo)y | AXSIUIWI ‘SJUAWSIUNOUUE ‘S110dd1 JO SISA[euy Joy wres3oid e[10G 9y} WO SUOSSY] ¢
suroisAs wreigoid ej1og
PUE ‘UOLIBIJUSOUOISP PUE UOTBZI[BIIUIISP
Ieak 10§ Swdisks DY JO smalaal orpouad

[enuuy  20UO ]SB9[ 1Y syrodar doysyiop uo Fursnoo) sdoysjiom [9A3] [eUOLIEN
Swa)sAs juawaSeurwl pue SUOTIEN[BAD PUB SMIIASI
Ieak ‘uoneyuswsdun pue juswainooid ‘Furedpng ysnony) paaoidur A[snonunuos ssrpadsoid

[enuuy B 90UO JSBI 1Y ‘Suruuepd o1) Jo ma1a1 Yydop-ul o1poLIdd pUE S2INJONIS ‘SUIS)SAS JO SSIUSAAT |

uoneIAdf[e A11940d puE UOHIEIJUIIWOIIP ‘UOIEZI[EIJUIIIP X0) muouaiwou pus %u._oa .«o EoEPE.EE_ 2_« 0} _3:5_.5.50 m :.&:O

arepdn ATyjuoN aseqele(g maoms:oo 219 :ozﬂcoEo_aE~ Iopun

Kjmo1reng) a1epdn Aj1eneng) aseqele( $)oBIIUOY)) BJI9S 10811000 [R1oUTAOId JO STIB)S pUR JoquInN /|
(uswon pue uaw Yjoq 10J) s30afo1d papury
SUOIIEN[BAD JId pue pun,] aunwioy) IoJ Sjuat)saAul
KpIea x 10B1UO0D D) (TYd - Aouedy Sunuswsidury pue s201A19s Jo K)ienb pue soueasfar

[enuuy S00Z ‘4002 KoAInS UOTIOBJSIIES JUSI[D ‘ssouojerrdoidde Jo uondsoiad posearou] 9
ISECEIN 1Ipne [BOIUYI9 ], splepue)s AJienb [eoruyd9) A10108)SI1ES

[enuuy AjIeo & JIpnE [BI1UYIs ], Jo syoafoid pun, sunurwio)) Jo s3ejusdiad ¢




——

7.4

Use of Information and Decision-Making

A last, and very important step, is to use the information from monitoring and evaluation to
improve the performance of projects and of the Seila program overall. Based on the
information, decisions have to be made about meeting the targets specified in the plan, or how
to deal with issues that have arisen. There may have been delays in implementation, some

objectives may not be as relevant as considered when the plans were made, or there are other
problems. : ' '

In each case, someone will have to make a decision which may affect impact and
effectiveness of the project or the Seila program. What can be done to solve the identified
problem(s)? What recommendations should be made for the continuation of the project?
Making decisions is not always easy, but there are certain things one can do that can help with
this:

" clearly identify the problem and its causes

* collect and organize all relevant information in a systematic way

* jdentify alternative solutions to solve the problem(s)

= evalunate the alternative solutions to solve the problem(s)

Making good quality decisions is a process, a series of stages that leads to the final point of
making a choice out of possible options. The basic steps in the process are outlined in the table
on the next page. Each stage is described at the top; main questions to guide the process, and
tools to help are listed below each stage.

1. Checking data against evaluation criteria. When carrying out an evaluation, the data
that has been collected should allow to answer (at least) the following questions:

= Is the project effective? (did it do what it said it would do?)

= Is the project efficient? (did it produce its outputs at a reasonable cost?)
» Is the project sustainable?

= Were there any unforeseen effects? (positive or negative)

= Are the initial design considerations (assumptions) still valid?

= s the current project the best way to proceed?

* What was the impact on the environment?

= Was it sensitive to issues related to gender?

In monitoring, this step is often much easier to complete. Monitoring reports will
indicate immediate problems with the implementation of activities, and one may be
able to go straight to step 2 (or even step 3).

Reporting and Use of Information 7-12
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2. Identify key issues and determine probable causes. Having checked the data against a
number of clear criteria often leads to a better insight about particular issues. Decide
which issues are the real important ones and analyze them further. Failing to identify the

true cause of any key issues often leads to poor decisions about a solution, or even to
inappropriate conclusions.

Finding the cause sometimes means collecting more information. Some problems
will have a very clear cause. Other problems will not be so easy to pin down, and one
may have to formulate further questions, or collect further facts, ideas and cpinions
from project staff and other people. Creating a ‘problem tree’ can be a helpful tool in
analyzing the cause of certain issues.

The result of steps 1 and 2 should be reported in the evaluation report, in the chapter
with ‘Conclusions’.

3. Generate alternative solutions. Once the cause of an issue is established, explore
alternative solutions or choices. Have a true overview of the available information and
how the different pieces relate to each other, and use experience, creativity, and insight to
generate a list of (all possible) options, for example by brainstorming,

Taking the time to analyze the problem, and thinking of different solutions, increases
the chances of finding a good solution that really solves the problem once and for all.
This is much more effective and efficient in the long run.

4. Identify criteria and make a choice. Of the possible choices, find out which is the best
one. List what is good and bad about each possible option, based on a number of criteria
that are the same for each option, such as costs, ease of implementation or degree to
which project beneficiaries can participate in it. Be consistent for each option.

Check technical solutions on their feasibility (in addition to other criteria which may
be important). In evaluation, rating the usefulness of recommendations is often (but
not always) left to the project implementer, not the evaluator. In monitoring, it is
important to follow the process to its end, so decisions are made about immediate
improvements to project implementation.

Both steps 3 and 4 can be done very well with a larger team of people. Following a
participatory process does not only lead to solutions that everyone supports, but can
also lead to much better solutions (although this depends on the nature of the
problem). Two people know more than one, and ten know more than two. So it is
often a good idea to ask team members to participate if there is an important decision
to make. Generating ideas by brainstorming can be a great way to identify possible
options and selection criteria.

The results of steps 3 and 4 form the recommendations for the project. They should

be reported in the last chapter of the evaluation report. After completing step 4, the
evaluation is complete.
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5. Implement and evaluate the decision. Checking whether the recommendations were
effective in solving the problem is done through the normal monitoring process (and is
not part of the project evaluation).
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