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Outline of the Training

While many manuals and training programs talk about monitoring, evaluation and
learning (MEL or MEAL) as being the same, FAO is aiming to make everyone’s work

more effective and easier by separating all the different aspects;
e Project planning (including project design)
e Project implementation
e Project monitoring
e Project reporting
e Project evaluation and;
e Project learning which enables us to re-design projects

With all of them being viewed as separate activities using different methods.

FAO will not introduce a new monitoring or reporting system, but will aim to simplify
and improve the quality of the existing system and the information that we gather,

with more importance on how we do things, as well as what we do.

We will do this by implementing a simpler structure and providing training (this is
just the start of the training) that encourages a change of overall methods,
information gathering and most importantly a change in how we undertake different

activities.

As part of this FAO has adopted a different approach with partners, we are going to

listen much more.

This could be re-phrased as a change in the way we look at things — our viewpoint.
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How will this be achieved?

FAO will achieve this by simplifying the systems, processes and language used so

that projects can be more easily and more effectively monitored and documented.

This will allow information and feedback from those working in the field to be more
easily used to learn and to help re-design of the next project.

Through this training FAO will make it quicker and easier to discuss with our
partners what information FAO needs, and for our partners to gather that

information.
We will also make it simpler to enter this information into the reporting system.

This will make it easier for the information the project staff already know and what
FAO asks them to find out, to be passed on to others in Yangon and in the FAO-HQ.

A better system for entering and reporting the information is important so that the
information is gathered and reported in way that other people who have never been

to Myanmar, and do not understand the situation here will understand.
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What is Planning and Project Design?

Planning is undertaken before a project starts and is the job of staff in the FAO
office in Yangon, and sometimes FAO head office, if the project is large or new to

FAO, in conjunction with the relevant staff at the project implementation site.

The plan includes what we want to do in the project and what we want to learn from
the project.

We will discuss how to design programs and how to re-design programs based on

what we learn from the project reporting and evaluation later in this training.
Why separate Monitoring and Evaluation? - 2

Monitoring and evaluation are of course connected, there are many reasons they

should be separated, but we will only discuss the main reason.

Monitoring is essentially a routine task, set out in the project planning, and is best
described as regularly;

e Checking up on how things are going, and;
e Making sure we are doing what we said we would do

Then, recording this information in a way that is useful to everyone involved,
including staff of FAO and partners, FAO HQ and project donors.

The staff of FAO partner organizations involved in a project know the problems,
ways to achieve success, and the difficulties in undertaking a project, because they
see it every day as they go about their work. They talk to the people receiving the
project and they talk to their colleagues about how to solve problems.

The staff of FAO partner organizations involved in a project are therefore the best
people to conduct monitoring. They are also the best people to gather the

monitoring information into a report, which we will discuss later in the training.
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Quantitative or Qualitative Indicators, what are they?

Quantitative Indicators are usually numbers — the quantity of something

Quantitative Indicators are essential to document and record so we make sure we

are doing what we said we would do, Quantitative Indicators;
e Are crucial for assessing and documenting the possibility of change
e Provide information on project activities and direct outputs
e Provide information to compare project activities and the budget
e Provide information to assess the progress of the project
e Tell us if all of the activities of the project will be completed and;

e Tell us if we will reach the numerical targets in the project design and

planning

But;

The number of activities completed, or;

The number of people who participated’ or;
The amount of inputs provided (such as seeds)

Or other similar measurements, which are all quantitative indicators, are not enough

to show what is happening or what if anything has changed because of the project;

Quantitative indicators provide the support or ‘validity’ for the Qualitative indicators,

and it is these indicators that document change.

Food and Agriculture
Organization of the
United Nations
Page 7 of 41



206p0200055& 3oqp53603: SBEPERS:0BS P U oGO

206p0300053Cep  PR$i3Sigpion gpieonEgé onfigp: (483U oogesi
2260320900

ORIV PR$:038:gqP:0000 ©0d0G:$E  ©WOdEYPIERD  32000D[gOVPIF0R0D
8803e|gpooniopd  9m0pdepdnd 8803 eoogpesnt podcBoopdi  2a6pbsa0R05e3ER
23510385
o o[gpC:dg[gd8Calgman3[god[glasC wodonbionl[gliencnnd sacgsancqedloogdi
o B80cB%: qpbepieacnlgodagp: $¢ 0305805 qrodgpimaed 2000E:3agEd3ICLSP:
clecploplelciotowteN !
o 80038 yOepicaonlgodggp: $¢ 9009qIE03 §E:pdeS 2000C:3agIdBICRSYP:
ClecplopleleietorteR !
o 86038: 6E0d[gEaBi000903 :03[godes 2000E:FgIONBALOIEPE GoOGHGEV:aDIN
o B80cB%iel  yOepreecnlgadgmamiad: [BiB:dc86epbadooobod  oySsbodaEn:
elgplgoopd
o 03s003el 85c38: 88E: $& mBmoodeepadfgliel  BSion§iadlep  0beHA3
ospoBcSiogS cogf ogfebotens oS
a36o05

095en26800EgadY M38:0mnEs 326020305 [Gidig a30wrod
0:601C:30EFaqpiel M38:00n§: 30600820305 aJewpdd
0005038232009 600N0DOG 3530305 (PLWd - §Eeoyp: 00[gE)

aJoupod  mcodoy  Ffgeoon  03C:omggp:  80di0pd  206P0820R059086p
RS 38sqpegdlof GE0da0pd  omeoglgbesoocdedaopbyp: ¢ 8ooBSielopE
00d99e(pE:cdagnngiC s320p5gpin? eudges eadeamaddi

226002200583C6p PR&:038:qp00pd 32qp532603:0Cep PR&:035:4PI0R0D GOOPODYGLY
aJonod  §EdofeelopCidogodfglicd  soonoddeuglis  wofs  ppSiedSigproopd
£8P0 G[PE:d200d pR8:03SsgpigdaodI

3/ United Nations Page 8 of 41



Monitoring Indicators;

We use the project design, the logical Framework or the baseline for selecting
monitoring indicators if possible, but sometimes we cannot do this, particularly when
itis a;

e Emergency relief project

e A new type of project, or when;

e The project is over a long time span, and many things not connected to the

project are likely to change

Therefore indicators can be from of the;

e Project design
e Logical Framework or;
e Baseling, and;

They can be from what we learned in a previous project, or can be added at a later

stage, or a combination of everything above.

To identify the indicators, we need to first identify the main areas where
measurements are essential and possible, after this we can add extra if we want.

First we have to decide if the indicators will tell you something at the;

e Output level - such as humber of people that attended a training session, or;

e The outcome level - such as what has happened because of the people

attending the training

These are discussed more in the next sessions of the training.
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Indicators need to be;

Informative:

Relevant:

Adequate:

Appropriate:

Practical:

Enough:

Organization of the
United Nations

An indicator should be reliable, specific and most importantly

must tell you something you need to know.

Indicators need to be closely related to the project activities, but
they are for measuring and / or describing that thing only,
nothing else

The indicators separate or grouped together, must be ‘good

enough’ to measure progress, but they do not need to be
scientific or perfect

Choose the right number of indicators in relation to how reliable

they are, and how essential they are

The indicator must be practical in relation to the time available,

access, and finances available and they must be able to be
interpreted

Have enough indicators, do not have too many, having too

many just creates unnecessary work

Food and Agriculture
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Qualitative Indicators, what are they?

Qualitative indicators measure and describe the effect of the project on particular
people, communities or the target group(s), which are all called beneficiaries. These
effects could be intended or unintended, and can be good or bad, negative or
positive.

Qualitative indicators describe how the beneficiaries experience the activity, and

what happens or what changes as a result of the activity and the experience.

Qualitative Indicators, need to;

e Add information about the particular project

e Need to be specific and not just talk about the project

e Need to show who benefited from or is affected by the project activities, and;
e Should separate (disaggregate) who benefits

Depending on the project disaggregation could be according to gender, age,
ethnicity, religion, social group, geographic location, target group selection or many
other things.

When describing the changes actual real world descriptions are necessary, words
like empowered, aware or enhanced do not tell us what we need to know without a
real world description of what has changed and what is different because of the
change.

e What changed?
e What is different?

Qualitative indicators can be subjective observations by the person assessing the
project about changes in the beneficiaries’ behaviour, or the overall benefit to them.
But these observations need to be supported, and this is where the quantitative
indicators (quantities and numbers) can provide the support (validity) to the
observation that we need.

A\ AY/4 Food and Agriculture
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Qualitative Indicators measure Actual Change

Qualitative indicators measure the change that has happened because the

beneficiaries had a higher crop yield.

Qualitative indicators can describe changes in ‘lifestyle indicators’, such as;

Reduced inter-community violence

Increased food security
e Increased economic security
e Increased economic opportunity

e Increased opportunities for children to attend school because they are not
needed to work in the fields and other similar large changes in the quality of

life for the person.

Lifestyle indicators are different than ‘normal’ indicators — because they are capable
of causing a ‘multiplier effect’. A multiplier effect is when other things (sometimes

many other things) happen, because of the initial change.

An example being that when food security is increased, tension in the community
decreases, because there is less tension — people feel more secure, so there are less
arguments, less conflict and less injuries and therefore less people attending the

clinic.
OR

When children do not have to work in the fields so much, they can go to school,
therefore the next generation of adults are better educated and more capable of
earing a higher income later in life.

Qualitative indicators, might describe what is happening now, or what might happen
in the future.

But this all starts and is only possible with the Quantitative information from the

monitoring.
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Monitoring is not unusual; we all do it all the time.

We monitor just about everything we do in our everyday life, and we certainly

monitor the important things in life.

e We monitor our children for their health, happiness and wellbeing

e We monitor the food we eat to make sure it is not spoilt

e We monitor our own health, and our relationships

e We monitor the weather, and;

e We monitor the political situation to mention only a couple of things

In these daily routines, we use a Baseline: what is ‘normal’ in the circumstances, so

that we know if things are staying the same and;

Indicators: These are what we check to assess if things are normal, or something is

changing, and if it is changing how much it is changing.
e Everyday indicators we use all the time are based on things like;
e The changes in behaviour of a healthy baby or child
e The colour and smell of food
e The colour of the clouds in the sky, or;

e What is happening on the news we see and listen to on our phones and the
TV

These indicators help us decide what steps to take next:

e Should we take our child or baby to the clinic?
e Should we throw away the smelly, funny coloured food?
e Should we take an umbrella when we go out for the day, or;

e Should we do something different today because of what we heard this

morning
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How do we Monitor things in projects?

Monitoring project activities, projects and programs is based on a similar logic as

what we use in everyday life.

We monitor projects so that we know if things are working and if things are
changing, they could be getting better, they could be getting worse or maybe they
are just different, and we need to find out why.

We monitor to look for signs of change / what is the same / what is different, we
compare the situation today with how things were yesterday, last season or last
year. From this we know if things are changing or staying the same.

Monitoring can help good programs become better, and can help programs that are
on not working out get back on the right track.

Without monitoring (and reporting), it is difficult to justify keeping on doing what we
are doing, or why the donors should continue supporting the project.

Monitoring is not always done to produce empirical (precise or scientific) evidence
that is 100% correct, sometimes we can do this (such as when we provide seeds
and other direct inputs, or how many people attended training), and when we can it

is great.

But sometimes we gather information that is reliable, relevant, practical and
informative, and that is the best we can do.

The monitoring provides the evidence on the ground, we will talk about next.
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Monitoring is based on the ‘evidence on the ground’

The evidence needs to be something you can either see, count, smell, or hear, the

evidence informs the indicator.

Monitoring is about observing and describing - reality — to do this we measure
‘tangible’ results, or actual events.

The ‘evidence on the ground’, will be used to test and justify the principles behind
the project, and the project’s design, planning, implementation, and selection of

objectives.

Field workers involved in projects have detailed knowledge about the activities,
progress and changes happening, BUT this information can be lost on the way from

the experiences and memories of each person before it gets collected.

This is why we need a system or standard way of gathering, retaining and working

with the information that people involved in projects already have.

Monitoring systems can be dynamic or static;
e Dynamic means they change as the project moves through different stages
e Static means they stay the same all the way through the project

For all the reasons we have discussed, FAO and project partners need to monitor our

work, and we need to monitor our work in a formal structured way.

This structure is often based on a version of a Logical Framework Analysis (LFA),
which we will talk about later in the training.
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But First — how we do things is just as important and what we

do;

Monitoring is much more than a system, it is about a way of doing things, and the

way of doing monitoring could be called a monitoring attitude. The methods chosen

to monitor something should be designed to fit;

The specific requirements of the project

The size of each project

The capacity of each organization involved
What we hope to learn, and very importantly;

The operational context, such as - is it safe to do this?

Monitoring should be practical, participatory, ensure quality in the project, and give

other people insight into the project.

A monitoring system may look impressive, but it is only valid if:

It is understood by those using it
It is actually used, and used regularly
It is adapted or changed if it is not working properly, and;

If it manages to produce relevant information which informs us about the
project activities and progress, in a way that the information can be collated
later for reports
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Measuring Change using Qualitative Indicators

Projects that involve people, have a personal, group or community component, and
this almost always involves getting people to do things differently than they did in
the past.

Projects with skills training, or workshops with information sharing or awareness
raising cannot be measured only by documenting the project activities, such as
attending the training and then assuming something changed, or there was an
outcome of some type.

To measure if there was a change we need to measure ‘intangible’ results or
Qualitative results, such as changes in people’s attitude or behaviour which tell us
that something has changed.

To do this we both ask and look at what people do differently because of the
project, and what actually changed (the evidence) because of doing something
differently.

It is not as easy to measure to measure ‘intangible’ results as it is to measure

‘tangible’ results such as numbers like we did in the monitoring.

When using Qualitative measurements the most important thing is to describe who
the change is for, is it;

For the person who attended the training or the workshop
OR
Someone else, and;

How did the training, the activity or the workshop cause the change in the person or

community?
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Examples of Qualitative Indicators

OK we had some workshops or some training sessions, and we had a lot of people

at the workshop or training, but did this actually produce a change in;
o Attitudes
e Behaviour
e Ways of doing things or actions?

OR

Was the workshop interesting but then not used because it was too complex, or not

relevant?

If the information delivered was used, how was it used? Many times information is

used differently to what we intended.

This can be assessed by asking;
e How has the person, group or community acted or reacted differently?
e Have they made new strategies? New methods of doing things?

OR
e Has something else happened that nobody expected?

Systematic documenting of what is called behavioural change or social change
involves asking people open-ended questions (questions you cannot answer yes or
no), noting the different answers, and finding a way to understand and report on the

AdNSWETFS.

When the answers are collated (grouped together) and reported they are called
findings.

Qualitative findings are different than Quantitative measurements, they tell a story,
this does not mean that they are unreliable, they are just different.
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Make sure the Qualitative Indicators say something;

An ‘intangible’ result reported as ‘Capacity building has enhanced organizational
development’ or “The training increased the knowledge of the participants’, is not a

result or output, it is just changing the wording a project objective or goal.

The statement above may be true but it does not tell us what actually happened
because of the capacity building, OR what development changed, OR what

happened because of the increased knowledge, and WHY.
An example is needed to show us the actual result, and what that results means.

To do this we ask WHO, WHAT, WHEN and HOW? And we make the sentence alive

(active), for example;

Three members of the regional association of rice growers attended the capacity
development workshops, and because of this they changed the way that they do
things in their village. They changed the planting methods, and the use of fertilizer
and this resulted in an increase in production of 20%.

The Past and the Future

The statement above is talking about the past, it has already happened.

If you are going to talk about something that has not yet happened, something in
the future, you need to have a direct quote. You need to write exactly what the
person or group said, it is their statement that you are reporting, their intention to
do something.

----- // Food and Agriculture
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What is Evaluation?

Evaluation is essentially research, we have questions to answer that cannot be
answered with a yes or a no, and therefore we do research (conduct an evaluation)

to answer questions, such as;
e Did we plan the project properly?
e Did we do good job?
e Did we reach out to the right people?
e What has improved or changed, because of the project?

What could we have done better?

So that we can answer these sorts of questions, and learn things to improve our
planning, monitoring and reporting systems, evaluations have a completely different
methodology and process, and should be undertaken by someone who is not
involved in the project.

The reason we need someone who is not involved in the project, is so that we need
to get an independent viewpoint or independent opinion and assessment of the
project.

We learn from everything we do, and therefore everything we do teaches us how to

do it better next time;
BUT

Doing an evaluation is how we find out things we did not know to ask, we do this by
letting people tell us, that is why we cannot use just lots of questions we have to ask

questions with no easy answer and listen.

Food and Agriculture
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Evaluations allow us to Learn

The questions we asked in the evaluation are assessing or testing the ‘project logic’
in the ‘logical framework’. This testing tells us if our original thinking about the

project was correct or not.

From the information we gather in the monitoring and put into the reports and the
evaluation we can now learn from this project and design or plan the next project to
be better.

Did things change the way we thought they would? OR Did something else
happen?

The evaluation should tell us if we ‘imagined’ the project implementation and
outputs correctly, and allows us to ask the big question. How could we have done

the project better?

e Through the questions we use in the evaluation we need to find out;
e Did we plan the project properly?

e We need to identify where we got things right?

e Was everyone happy or only some people?

e If it was only some people, why was there a difference?

e Did we do good job?

e Did we reach out to the right people?

e What could we have done better?
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Learning from this project to design the next project better

We need to identify if we need to change our target group, to ensure that the
people who need assistance from the project the most, receive the most benefits,
and;

We need to identify if when we spoke to the beneficiaries of the project, did we ask
best questions about what we could have done differently, so that the outcome was
better.

Through all of this we listen and learn from those people we spoke to and we design
and plan the next project better

Why do we do any of this? -2

If you do not measure results, how will you tell success from failure?

. If you cannot show success, how can you reward it?

J If you cannot reward success, will you reward failure by mistake?

. If you cannot see success, how can you learn from it?

J If you cannot see mistakes, how can you correct them?

J If you can show good results, you can win support for the next project, and

we all get to do more good work, and the keep our jobs! Everybody wins!
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Other things we need to think about

Target Groups

The target of a project is inclusive, but not exclusive.

This means that when implementing the project need to work hard to include all the

people in the target group, such as;

e All female headed households, or;
e All people in a certain area, or;
e All the children under 5, but;

We have to also be careful not to cause problems (create social separation) in a
village or community by including some people and not including other people.

In particular be careful about excluding someone who ‘self-identifies as needing
inclusion’. By this we mean someone who approached the project and told you that
they need help from the project.

Before we can include people from outside the target group we need to consider lots
of different things. But one of the things we need to consider is including these
people if we can once the target group has all been included.

If you think that excluding some people in a community might cause problems,
please speak up, we are here to help solve problems (connect people), not create
new problems, by doing things that might cause people to be upset (cause conflict).
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Case Studies

Case studies can be talking about the past, the present or the future. If we are
going to talk about the future such as what might happen next week or next season,

we need quotes from the beneficiaries, and this is best described in a case study.

A case study is a short story that tells the reader about who or what you are writing
about.

A good case study needs to describe what it was like for the person, or community;

e Before the project started
e What happened to them when they were involved in the project and;

e What is different for them now because of the project?

Accountability to Affected Populations (AAP) - 2

This does not appear to be generally well understood, and this is the mistake of FAO
for not providing better information and training.

At the moment the AAP component consists of a complaint mechanism, through

phone, email or in hard copy into a box in the community.
This is good, for people to complain, but not for the;
Consultative and community input that we should gather, and the;

Positive and constructive feedback that we need to hear just as much as the
complaints.

We want your input into designing this part of the training.
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