Program Frameworks

M&E Program Framework: DRM/ Emergency

Program Purpose: To be a key contributor to reducing vulnerability to and impact of humanitarian disasters

· Objective 1: To effectively meet the needs of the affected communities

· Objective 2: To work with other organizations in the event of an emergency and for preparedness

· Objective 3: To build the capacity of communities at risk within CARE’s operational areas to manage disasters

	Performance questions
	Indicators

& Targets
	Baseline info
	MoV (source, data techniques)
	Analysis: When, who
	Feedback Loop: Report Dissemination & Utilisation

	Purpose: To be a key contributor to reducing vulnerability to and impact of humanitarian disasters

	How many major emergencies did CARE respond to (national level)?
How many minor emergencies CARE responded to in CARE communities?

CARE recognized as a key respondent to emergencies?
	% of major emergencies responded to.

% of minor emergencies responded to (in CARE’s operational area)

Increased number of funded emergency projects

Increased media coverage (e.g. newspaper articles, interviews, TV)

Procedures of EPP used

Increased number of communities engaged in DRR/ DRM projects
	Number of major emergencies that occurred.

Number of minor emergencies that occurred.

Previous media coverage during the last emergency.

Existing EPP.

Current number of communities engaged.
	Donor reports

Activity reports

Media review

IADC meeting

Community contacts

EPP document

Project database
	CARE Senior Mgt Team and CDE Manager

Country Director

When: Annual Program review
	Country Director

National Disaster Centre

Donors

CARE network

What report: Annual Program Review Report

	Objective 1: To effectively meet the needs of the affected communities

	What and how have needs have been met?
How did we meet the needs of the affected communities.

What activities did we undertake?

Were the objectives of the specific project met?
	% of affected people reached with basic need items.

Improved access to affected communities.

Response is timely in the circumstances.

Basic need items are distributed in a gender sensitive way.

Basic need items are distributed to the most vulnerable h/holds.

SPHERE and Good Enough Guide principles are followed.
	# of people affected by disaster.

# of displaced people (sex-disaggregated; # of children)

# of communities cut off from access

Date of occurrence; 

date of initial response

Relevant SPHERE & GEG principles.
	Local knowledge from community leaders.

Rapid assessment

Census data

Mapping info (e.g. PNG devt handbook)

IADC

SPHERE, GEG Handbooks
	CDE team

Relevant interagency group


	Informal reports to:

Country Director

Interagency group

Govt of PNG

Other NGOs

CARE Network

	Objective 2: To work with other organizations in the event of an emergency and for preparedness

	Who has CARE worked with in undertaking joint activities

What processes and policies exist to support collaboration between CARE and other organizations

How has CARE developed the capacity of partners to work together?

Which donors supported CARE in financing disaster related activities
	Increased # of partners working with CARE

# of joint activities undertaken by partners with CARE

Evidence of policy change or processes to support working together.

Minimal number of activities duplicated.

# of partners with increased capacity to respond to emergencies and/ or to support community preparedness.

Evidence of CARE PNG collaborating with CARE Lead member and CI

Increase in diversity and number of donors contributing to CARE’s disaster related activities.
	# of partners CARE is or has worked with.

# of joint activities undertaken

Existing policies and processes.

Number of similar activities undertaken (i.e. duplication) by CARE and others. 

Capacity mapping of partners in CARE’s operational areas.

Number of donors and type.
	Field situation report

Weekly updates

CARE’s internal policy document.

Project partner agreements.

JOA needs analysis report

Sit rep reports/ emails sent to Lead Member 

Donor financial reports
	CARE Senior Mgt Team and CDE manager

Becomes part of annual EPP process

Annual program review
	Formal reporting format being developed – depends on partnership policy.

Would disseminate to:

Other NGOs, CARE Internal, CARE network

	Objective 3: To build the capacity of communities at risk within CARE’s operational areas to manage disasters

	How has the capacity of the communities at risk been addressed?

How has capacity been developed to enable target communities to respond effectively to disasters?

In what ways has capacity been developed?
	Increased knowledge of risks of disaster (compared to baseline)

Increased knowledge of people involved in livelihood activities as compared with baseline

Communities able to identify traditional warning signs.

Establishment of a CDE committee

People have defined roles in the event of an emergency.
	Current situation:

· Levels of awareness of risks

· Existing livelihood activities

· Community systems/ roles
	Community survey (beg & end of project)

PRA (ongoing)

Field reports

Govt reports
	CDE team

Monthly
	Internally

- SMT summaries

Externally:

- reports to OCHA

- reports to donor

- IADC




Acronyms: CI – CARE International; JOA – Joint Organisational Assessment; IADC – Interagency Disaster Committee; EPP – Emergency Preparedness Planning

PROJECT ACTIVITIES WITHIN THE DRM/ EMERGENCY PROGRAM MAY 2008 ONWARDS

1. GERA LANDSLIDE REPONSE

Project purpose: To be a key contributor to reducing the impact of the Gera landslide on vulnerable communities

· Obj 1: To effectively meet the needs of the affected communities at Gera through distribution of food supplies & water storage units.

· Obj 2: To work with CARE International to coordinate activities in Simbu province

	Indicators

& Targets
	Baseline info
	MoV (source, data techniques)
	Analysis: When, who
	Feedback Loop: Report Dissemination & Use

	Purpose: To be a key contributor to reducing the impact of the Gera landslide on vulnerable communities

	% contribution by CARE to reducing impact of landslide. (i.e. of the entire response effort, what % was by CARE)

Funding to Gera project is adequate to cover CARE’s response.

Increased extent of media coverage (e.g. newspaper articles, interviews, TV) as compared to last disaster

Procedures of EPP used
	Extent of entire aid response (Kina expended)

Funding required for Gera response

Extent of media coverage mentioning CARE during last emergency (Guba)

EPP does not yet exist
	Interagency Disaster committee

CARE project proposal for Gera

Media reports during May 08.
	CDE team and CDE Manager

When: End of project
	Country Director

What report: Annual Program Review Report

End of project report

	Objective 1: To effectively meet the needs of the affected communities at Gera through distribution of food supplies & water storage units

	40% of affected people reached with food and water storage units.

Food and water storage units are supplied within 6 weeks.

Emergency relief committee distributes food & water units equitably to the most vulnerable households.

SPHERE principles for the distribution of food and water are followed.

Good Enough Guide principles are followed.
	# of people affected by disaster.

Date of occurrence: 11 April 2008

# of displaced people (sex-disaggregated; # of children)

SPHERE principles relevant to food: …… (Chapter…..).

SPHERE principles relevant to water: …. (Chapter…..).
	Local knowledge reports from community leaders.

Rapid assessment

Census data

Govt reports

SPHERE and GEG handbooks
	CDE unit

Beginning of project

End of project


	Who:

Country Director

Donors

Government

IADC

What: End of project report

	Objective 2: To work with CARE International in PNG to coordinate activities in Simbu province

	1 joint activity undertaken with government agencies (LLG and provincial)

Minimal number of activities duplicated

2 donor agencies contributing to CARE’s Gera response
	Activities undertaken jointly

All activities undertaken

# of donors participating in response
	End of project assessment report

Community/ govt/ NGO discussion

Donor agreements
	End of project

CDE team
	Who: 

Country Director

Govt, Donors, IADC

How:

End of project report


Annex C 
Monitoring & Evaluation (M&E) Minimum standards for CARE PNG

This paper sets out some basic expectations for project/ program managers regarding monitoring and evaluation of activities under their management.  It first explores some basic principles of M&E and then looks at the management aspects of this.
Basic principles of M&E

This section sets out the reasons behind setting up an M&E system, the basic terminology around this and a methodology for establishing the system.

Purpose and features of an M&E System
In general, the purpose of undertaking M&E is for the reasons of a) learning; b) management; and c) accountability.  A quality M&E system should have the following features: be useful, such that it serves the information needs of its users; feasible, such that it is realistic in the context (cost effective); appropriate, both ethically and legally; and provide information that is technically accurate.  
Some weaknesses that should be avoided is an M&E system that generates information that is not useful or reliable; that it does not help to keep the project on track; and that it is too activity focussed.

M&E Concepts

In general the functions of monitoring and evaluation work to support each other, and this is why they are usually referred to together as M&E.  The major differences between monitoring and evaluation are summarised below.  
	Monitoring
	Evaluation

	Purpose: To make informed decisions for project management

What: A continuous and systematic collection and analysis of information to measure the progress of a project towards expected results.

How: What sort of monitoring?:

· management (process): of inputs & outputs, including financial matters (budget & expenditure), timelines, responses from target group

· performance (impact/ outcome): of progress towards overall objectives (are we on track?)
	Purpose: To make judgements about the project’s value & achievements for the purpose of accountability, learning or improvement.  

What: Periodic assessments of project performance to determine:

· relevance (was the right strategy chosen?)

· efficiency (how economically were inputs converted into outputs)

· effectiveness (extent to which project attains objectives at goal level)

· impact (changes in people’s lives)

· sustainability (likelihood that benefits will persist post project)

How: What sort of evaluations are envisaged?:

· participatory vs extractive; qualitative vs quantitative

· end of project; ex post


When setting up an M&E system, it is important to set up indicators that will be used to track progress and which usually include targets for change against a baseline.  The other important thing to consider is what will be the source of the data to verify the indicator, i.e. the means of verification.
Indicators should be both valid (measure what they are intended to measure and not some other influence), and feasible (the information can be collected with the resources available).  Indicators usually include targets which look at the change that is expected in terms of 

· Quantity – How much? (number, amount, proportion);  
· Quality – How well? (scope, extent, description); 
· Target group (who); place (where); 
· Time, by when?
An objective or purpose level indicator looks at measures of impact, and so should include measurements of change such as:
· Change in awareness, knowledge, skills, or behaviour
· Policy change

· Change in community/ organisational capacity

· Increase in service usage or people reached

A baseline is a point against which change will be measured.  In many cases it is important to establish what baseline information exists or will need to be gathered in order to measure progress.
The Means of Verification is the source of where the data will come from in order to verify the indicators.  Some commonly used sources are: weekly field reports; direct observation; government statistics; field visits; surveys; interviews; focus groups discussions.
Setting up an M&E Program Framework
There are six main steps that are important to setting up an M&E framework
 as follows:

1. Define the purpose & scope of M&E system. 
2. Identify performance questions, information needs, & indicators.  

3. Plan information gathering & organising. 
4. Plan critical reflection processes and events.
5. Plan quality communication & reporting.  

6. Identify the necessary conditions and capacities. 

1. Defining the scope and purpose

Determining the scope and purpose of the M&E system requires looking at why the M&E system is required, and how comprehensive it should be.  A first step is to identify the main stakeholders that impact on and influence the project/ program, and who will therefore require information about the progress or value of the project.  Current methods available for collecting information should be considered, in order to determine the feasibility of different M&E approaches is. 
2. Identify performance questions, information needs and indicators.

This step looks at what information is required in order to manage, monitor and evaluate the project.  In order to undertake this step, the team should review the program purpose and objectives.  When these are determined, indicators should be considered against each objective and targets set.  Indicators can be identified by first asking “performance questions” to identify what information will really show that the stated objective has been achieved.  Performance questions lead to questions of not only what happened but why, and therefore to considerations of a qualitative as well as quantitative nature.  Lastly a baseline should also be considered to determine what change will be measured against.  

3. Plan information gathering and organisation

This step looks at how the data will be gathered, using what techniques, what frequency, by whom, and from where.

4. Plan critical reflection processes and events.  

This step looks at how will the information be analysed and then used to make improvements.

5. Plan quality communication & reporting.  

This step considers who needs to be involved in the reporting back of information gathered under the M&E system, and how the information will be reviewed, fed back and then utlised.

6. Identify the necessary conditions and capacities.  

Having set up the system, the organisation should lastly consider what capacity needs or gaps it has in order to put it in place. 

An example for how steps 2-5 might be presented in table format is as follows:
	Performance questions
	Indicators

& Targets
	Baseline info
	Data gathering: techniques (how), frequency, who
	Means of Verification (source)
	Reports Dissemination & Utilisation


Lastly Cross cutting issues should be monitored in every project.  Some common inclusions are Gender (data should be sex-disaggregated at a minimum); conflict resolution; sustainability; HIV/AIDS; governance; DRM (including climate change); and disability (evidence of inclusion of people with disabilities in project activities). 
Planning for Project monitoring & evaluation
In planning for project M&E needs, project managers should consider the following: 
· The purpose and activities required for M&E and identify the ‘people’ or HR role of project managers in this stage

· The principles of managing change outcomes resulting from M&E

· Activities that need to be undertaken to implement changes identified as a result of M&E
Based on the framework developed for M&E, the project manager will need to plan for the data gathering, organization, analysis, review and feedback events that will have been identified, as well as the skills required.  This may mean:
· Conducting project work plan review meetings with M&E personnel and project team

· Conducting individual work plan review meetings with individual staff 

· Coaching and developing staff 

· Informing staff of outcomes of M&E

· Managing changes to the project arising from M&E

· Working with the team to accommodate changes

For evaluation phase, consideration will need to be given to how this will be conducted, when and by whom, as well as how the results will be shared and disseminated. 

Dealing with changes required as a result of M&E

As may be expected, the outcomes of M&E often points to changes required to project activities, approaches or expected achievements.  The project manager is critical in leading teams and individual members of teams through the change process so that the project team can modify plans and respond to revised plans while retaining and engaging talented employees.

In order to maximise the likelihood of any change being successfully adopted by the team, and to minimise any disruption or loss of productivity, the following factors should be taken into consideration:
· Ensure there is senior level support: The senior people in the organisation need to be committed to the change, and need to demonstrate their commitment - ‘walk the talk’

· Articulate a clear and compelling reason to change: People need to be convinced that there are good reasons for them to make the change (‘what’s in it for me?’). The vision of the future, after the change is implemented, should be clearly expressed

· Involve stakeholders: The people directly and indirectly affected by the change should be able to have a say in how the change is implemented, even if they might not agree with what is to be changed
· Communicate progress: There needs to be a two-way communications strategy developed and implemented, so that people know what is going on, are able to have their say and be listened to
· Recognise emotions and feelings: Most people are uncomfortable with change, even when it is a welcome change. Feelings and emotions need to be expressed openly and recognised as valid – otherwise there may be hidden resentment and resistance

· Monitor progress and celebrate achievements: People like to see that things are happening. A baseline picture of where we are now (before the change) should be developed, and progress charted – and communicated.  And when a milestone is reached, recognise it and celebrate it.
There are productive behaviors that a manager can learn to cope with change and to help others through. These behaviors can be clustered into three major themes. 

1. Understanding how the changes affect you.  Significant change has a powerful impact on people. Change creates a tension between the past and the future, between stability and the unknown. Despite rationale, logic, planning, and strategies associated with change, this tension comes down to people doing different things in different ways. Asking people to change behavior on behalf of changed goals creates an automatic emotional reaction.

Managers are certainly not immune from this response. Even managers responsible for implementing change within an organization can subtly undermine that change through the words they use to describe it and what they do to support it.

To be a successful leader of change, a manager has to first understand the dynamics of change and the ways uncertainty affects them and others. The old way has to be mourned; the new way has to be understood.  Most important of all, the change leader has to see themself as the role model toward whom all team members look for cues and clues about how they should respond to the changing situation.  It is therefore important for the manager to examine his or her individual feelings, motives, and assumptions about the change. It is the place to start understanding how to be a change leader.

2. Leading the team through. A work group needs strong leadership to provide direction, a degree of clarity, and sense of progress when there aren't clear answers to questions and rumors begin to fly. The manager needs to help the team adapt to and cope with newness.  
Key methods to assist the team to deal with change include: holding team meetings to help the team understand the outcomes of the M&E, why changes made, what the changes mean for the team, the role of the team in implementing the changes, gaining team commitment to the changes, reviewing team purposes, rules, constitution, roles
3. Showing a path to individuals. Individuals react to change in different ways. Until a change has taken root within a work group, some individuals may need extra coaching and advice on how to cope.  The manager needs to sit with employees with strong, unproductive reactions to change to instill a firm, optimistic picture of the future.

Some of the activities that might be undertaken to support individual team members through changes, may include: acknowledging reactions to change; customizing help for struggling individuals; offering empathy; actively surfacing dissatisfaction; pinpointing the positives for individuals; encouraging individuals to let go of the past; revising individual work plans with team members; providing development opportunities for new responsibilities; providing opportunities for individuals to talk about their feelings.





























































� Modified from IFAD, A Guide for Project M&E, 2002: � HYPERLINK "http://www.ifad.org/evaluation/guide/index.htm" ��http://www.ifad.org/evaluation/guide/index.htm�	
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