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Monitoring and Evaluation

What is Monitoring?
Monitoring has been defined as keeping an eye on something. Monitoring in the context of a project involves regular observation, routine information gathering and information sharing with stakeholders in the project under focus. 
It is a process of tracking the course of a project from inception through implementation towards its desired target, against set benchmarks, standards and requirements.
The main purpose of monitoring is to track all major project variables comprising of cost, time, scope, and quality of deliverables. 
Importance of Monitoring
Monitoring is a vital process to various stakeholders in a project cycle. As stakeholders and beneficiaries of decentralized funds, community members need to participate in the process, to guarantee success of various interventions.
Monitoring therefore provides stakeholders with:
· Information on whether progress is being made towards achieving project objectives.
· Avenues for increasing project transparency and accountability
· Data to be used in ensuring all activities are carried out properly by the right people and in time.
· Information to make timely adjustments in case of potential project weaknesses
· Grounds to make radical decisions like stopping the project in case the variance between the process benchmarks and the anticipated results is too much for the project to serve its intended purpose.
· Processed and continuous information for use in the evaluation of the project
· Empirical data for determining whether the inputs in the project are well utilized.
· Lessons for other projects.
As a process, monitoring ensures that the intended beneficiaries of a project get the best out of the money allocated to the project. It also builds ownership of the project among the stakeholders subsequently ensuring sustainability of the said project.
Monitoring at Community Level
There is an emerging component called community monitoring world over. With globalization and increased avenues for information sharing, no single activity is bound to be successful unless information around it is shared among all the interested parties. Developmental projects targeting communities are no exceptional.
The increased demand for information and participation by communities targeted by particular projects is informed by the fact that not unless such communities are involved in the implementation of particular projects, and information about such projects is honestly and freely shared, ownership and sustainability of the said projects is not guaranteed. 
If the impact of any project is to be measured through the response elicited by the community within which it is initiated, the component of including the community in its choice and implementation must be considered as an integral part of the said project’s design.
Monitoring by the community members is a sure way of their involvement. Monitoring should not be confused for a technical activity. 
Observation of the day to day activities in the implementation of projects in a village for example is in itself monitoring. 
In the case of a classroom being built under CDF money in a village school, monitoring may include noting such details as:
· Was it the feeling of the majority that the priority was a classroom?

· Who and how was the contractor identified?

· Were community members considered in the selection of the contractors?

· Are the building materials of the right quality?

· Are the building materials fully and rightly utilized for the project or some are diverted for other purposes?

· Is the quality of work being done by the contractor good?

· Is the project moving at the right pace or the contractor is buying his time?
It is however worthy noting that in monitoring, one needs to go an extra mile to gather basic facts regarding a project earmarked for implementation. For example:
· The amount of money allocated for the project.

· The proposed location of the project.

· The time allocated for implementation.

· Status of the project being implemented i.e. whether the project is complete or on-going.
For CDF projects, information on funds allocation to projects and the status of projects being implemented can be obtained from constituency offices or the CDF website: www.cdf.go.ke
Through monitoring, incidences of ghost projects, projects whose costs are exaggerated and projects which are left incomplete while records indicate otherwise would be minimized.
For monitoring to be successful, community members must be organized. Through their respective CBOs, community members can carry out monitoring initiatives effectively.

The process should entail:
· Identifying the stakeholders in a project.
· Identifying the team(s) to spearhead the monitoring process.
· Designing a work plan to guide project monitoring.
· Building consensus on the frequency at which the team should visit the project site as a means of verifying what is taking place.
· Agreeing on the mode of collecting, storing and using information for future actions.
· Agreeing on a mechanism for reporting to other stakeholders.
It is also advisable that the community monitoring team develops a working relationship with the authority implementing the particular fund. This will ensure that their findings reach the decision making body in time for actions. 
It is in the best interests of the project that the monitoring team is able to discuss its findings with the implementing authority for appropriate actions to be taken. Should the implementing body fail to acknowledge concerns raised by the community monitoring team or should the latter suspect complacence in the part of the implementing authority, accountability avenues could be explored.
Advocacy campaigns should at all times remain an open option for the community members.
It is important for the project implementers to note that the degree of acceptability of the project being implemented by community members is directly proportional to the involvement of the concerned community through out the project implementation.
Challenges in Community Monitoring
Monitoring calls for collection of information that is authentic and reliable. However, it is worthy noting that information gathering may be an uphill task due to the following reasons:
a) Quality and Variety of Information:

While monitoring of any project requires collection, documentation and sharing of a wide 
range of 
information, the means of collecting this information may not guarantee its quality. 
One of the major 
reasons affecting the quality of the information that community members 
may collect is the skills 
necessary for such a task. 
b) Time and resources for information collection

Information collection has a time component which directly translates to a financial 
implication. Directly 
this may mean paying someone to collect the information while indirectly it may mean the cost forgone 
by the person who opts to collect information rather than engage in an economic activity.
c) Inaccuracy of Information

The attitude with most project implementers and contractors is that community members 
seeking 
information are up to no good. To them, the further these people are kept from the 
truth the better. This is 
likely to lead to dispensing inaccurate information on purpose. Such information will not serve the 
intended purpose.
d) Isolation

It is common practice among communities to isolate people branded as trouble makers. In 
information 
gathering, there are chances that the community monitors will be branded 
trouble makers and isolated 
from the rest of the community members.
Sources of information for community monitoring
The following avenues can be explored while gathering information for monitoring purposes:
· Through the coordinating committee members e.g. the CDFC members, ward representatives, CACC members, Districts Roads Committee (DRC), Constituency Bursary Committee (CBC) members, Divisional Youth Enterprise Development Fund Committee (DYEDFC) members and Water Services Board members among others.
· Specific Community members/groups.
· Specific projects committee members.
· Constituency offices.
· Visits to sites and making observations on on-going progress.
· Funds websites.
· Direct beneficiaries like school children in the case of the school
· Through members of the provincial administration.
· Through the media e.g. newspapers, radio.
· By following national activities like budget reading and debate in parliament
What is Evaluation?
Project evaluation represents a systematic and objective assessment of ongoing or completed projects or programs in terms of their design, implementation and results. 
Evaluation is a process of judging value on what a project or programme has achieved particularly in relation to activities planned and overall objectives. 
In addition, evaluation usually deals with strategic issues such as project relevance, effectiveness, efficiency (expected and unexpected), in the light of specified objectives, as well as project impact and sustainability. 
Evaluation as a process is important in that:
· It helps identify the constraints or bottlenecks that hinder the project in achieving its objectives. Solutions to the constraints can then be identified and implemented.
· It enables the project planners and implementers to assess the benefits and costs that accrue to the intended direct and indirect beneficiaries of the project.
· It is essential for drawing lessons from the project implementation experience and using the lessons in planning of other projects in that community, or elsewhere.
· It provides a clear picture of the extent to which the intended objectives of the project have been realized.
Evaluation Process
Evaluation can be done:
a) Before implementation (Pre-project evaluation)
b) During implementation (Periodic evaluation)
c) After implementation. (Post-project/Terminal evaluation)
Evaluation before project implementation
This is an analysis of the findings of the baseline survey against the intended project. Pre-project evaluation allows stakeholders to make any necessary adjustments to the implementation plan in light of the available resources and prevailing circumstances.
This kind of evaluation allows the implementers to assess whether there have occurred any substantive changes that would translate into re-structuring the project implementation plan between the time the project was designed and its actual starting time.
Pre-project evaluation seeks to:
· Assess possible consequences of the planned project(s) to the people in the community over a period of time.
· Make a final decision on what project alternatives should be implemented.
· Assist in making decisions on how the project will be implemented.
Evaluation during project implementation (on-going evaluation)
Usually referred to as periodic evaluation, this kind of evaluation is useful in determining the pace with which the project under implementation is moving towards its intended conclusion.
It enables the project planners and implementers to progressively review the project strategies according to the changing circumstances in order to attain the desired activity and project objectives.
Effective community monitoring may replace on-going project evaluation if the information collected is communicated immediately it is gathered and if the community is properly organized and able to influence decision making by the implementers.
Evaluation after project implementation
Final project evaluation usually deals with strategic issues such as:
· Project relevance.
· Project effectiveness.
· Project efficiency.
· Project impact and sustainability.
Post-project evaluation is concerned with determining the extent to which the completed project impacts on the lives of the intended beneficiaries.
In case of projects under devolved funds where citizens are integral stakeholders, evaluation should also be used to determine whether set out procedures were followed during the project implementation. 

A key component of after-project evaluation is the analysis of projects sustainability. Final project evaluation seeks to retrace the project planning and implementation processes, and the results after project implementation. It further helps in:
· Identifying constraints or bottlenecks inherent in the implementation phase.
· Assessing the actual benefits and the number of people who benefited.
· Providing ideas on the strength of the project, for replication.
· Providing a clear picture of the extent to which the intended objectives of the project have been realized.
· Designing a framework for handing over the project to its beneficiaries
· Making decisions and planning for future and complementary projects
Difference between monitoring and evaluation
In many instances, people have been unable to differentiate between monitoring and evaluation.  To differentiate the two equally important processes, the following tips are considered important:
· Monitoring is a continuous process while evaluation is episodic
· Monitoring is an oversight process of keeping track while evaluation is a process of assessment
· Monitoring may affect the implementation work plan while evaluation affects sustainability.
· Monitoring basic purpose is to improve efficiency through tracking compliance with laid down guidelines during the process of implementation while evaluation’s purpose is to assess the impact of the project.
· The main focus in monitoring is the project inputs, outputs and schedules while the focus in evaluation is effectiveness, relevance and impact.
· For community projects, evaluation involves an analysis of all the notes taken during monitoring. It is an opportunity to judge both the process and the product as compliant with the laid down regulations in terms of the process and as beneficial to the community or not in terms of the product
Advocacy.
Advocacy definitions
Advocacy consists of different strategies aimed at influencing decision making at the local, provincial, national and international levels:

· Who decides what? - Ministers, judges

· What is decided- policies, laws

· How it is decided- extent of consultations, responsiveness of decision makers to citizen

Advocacy has several definitions depending on the context;

· Advocacy is a process of influencing key decision makers and opinion formers for changes to policies and practices that will work in poor people’s favor- Action Aid
· Advocacy is the act or process of supporting a cause or issue.  It is a set of targeted actions in support of a cause or an issue.
· Advocacy is speaking up, drawing a community’s attention to an important issue, and directing decision makers towards a solution
· Advocacy is an organized, systematic and intentional process of influencing matters of public interest and changing power relations to improve the lives of the disenfranchised
Advocacy is a targeted process of influencing holders of power to arrive at decisions or policies and laws that benefit the poor, vulnerable and the marginalized

ADVOCACY APPROCHES
Advocacy can have three approaches;
Advocacy for: 
This is advocacy done by an organization, institution on behalf of the people or community. For example; when CDLG/CODETI advocate for a cause on behalf of the community.
This approach often fails as the community tends to be left behind.
Advocacy with:
This is where the community or people advocate for a cause together with the organizations or institutions. The community is involved in the actual advocacy work.
Advocacy by: 
This is where the community champions a cause on their own. The community’s capacities are built and empowered to advocate for a cause with the baking of the organizations or institutions. This approach tends to succeed because:
· The communities may have expert knowledge of their problems

· They can suggest workable solutions based on direct experience of the problems.

· The cause is legitimized as the community’s voices is heard

· They are often highly motivated because they are directly affected by the issue
Guidelines for Advocacy Experiences Sharing and Reflection
· What were you advocating for and why, what did you want to change and for whom? (Objectives)
· Had you tried other options in addressing the problem? (Alternatives)
· Who else was involved in this agenda? (Stakeholders)
· What were the major highlights of this campaign or agenda? (Successes)
· If you were to repeat the campaign and you had the power and opportunity, what would you do differently? (Weaknesses)
· What would you do the same way as your previous campaign? (Strength)
· If you were picked as an advisor to an advocacy grouping intending to carry out advocacy activities similar to the ones you had participated in, what would be your key advice? (Lessons learnt)
Steps in advocacy
Often termed as “advocacy planning cycle”
Good planning is essential for effective advocacy work. We need to work out what our objectives are and how we can achieve them; define what activities we want to undertake; and assign responsibilities to for the tasks involved. Planning and implementing advocacy work involves the following steps;
Identify and analyze the problem:
Advocacy begins with an issue or a problem a group decides to support in order to promote a policy change. The issue should meet the organizations agreed-upon criteria and support the organizations overall visions.
Set Goals and Objectives:
A goal is a general statement of what the network hopes to achieve in the long term (3-5 yrs). The advocacy objectives describe short-term, specific, measurable achievements that contribute to the advocacy work.
Identify Target Audience:
The primary target audience includes the decision makers who have the authority to bring about the desired policy change. The secondary target audience includes persons who have access to and are able to influence the primary audience e.g. other policy makers, friends or relatives, the media, religious leaders etc.  Must identify individuals in the target audience, their positions, and relative power base and then determine whether the various individuals support, oppose, or are neutral to the advocacy issue.
Build Support:
Building a constituency to support the agenda is important for success. The larger the support base, the greater the chances of success. The group must reach out to create alliances with other CBOs, NGOs, networks, donors, coalitions, activists who support the issue and will work with you to achieve your advocacy goals
Develop the Message:
The messages should reflect the target group, what you want to achieve with the message, the action you want taken.
Select Channels of Communication:
Selection of appropriate medium for advocacy messages depends on the target audience. Some of the more common channels includes; press kits and press release, press conferences, fact sheets, a public debate, a conference for policy makers etc.
Raise Funds:
Advocacy campaigns can always benefit from outside funds and other resources. Resources can help the development and dissemination of materials, cover network members travel to meet the various decision makers and generate support, underwrite meetings, seminars, etc. advocacy groups should develop a fundraising strategy at the outset of the campaign to identify potential contributors of financial and other resources.
Develop Implementation Plan:
Implementation plan will guide the actual advocacy work. The plan should identify activities and tasks, responsible persons/committees, the desired time frame, and needed resources.
For On-going Activities;

Collect Data:

This is an on-going activity for the duration of the advocacy campaign. Data collected will assist developing advocacy objectives, craft messages, expand base support, and influence policy makers.
Monitor and Evaluate:

Also occurs throughout the advocacy process. It serves to monitor the implementation plan. In addition evaluation is necessary to measure progress and results. Can the network realistically expect to bring about a change in policy, programs, or funding as a result of its effort? What will be the difference upon completion of the advocacy campaign? How will the group know that the situation has changed?

The Frame for Advocacy

· Analysis

· Strategy

· Mobilization

· Action evaluation

· Continuity
Problem identification & prioritization
A problem
Is a negative situation affecting a specific group of people.
Types of problems:
Process problems
Relate to how decisions are made implemented. They include; transparency, accountability, corruption, discrimination and repression. It is sometimes too difficult to mobilize widespread support around process problems because they seem too abstract.
Concrete problems
They have a concrete or a physical impact. They often have to do with basic needs or violation of basic rights such as healthcare, education, land use or ownership, food security, toxic wastes and gender violence. To solve these problems you often need to tackle process problems too. They make easier starting point to mobilize people.
Prioritization of problems
Not all advocacy problems are clear and easy to identify. Most organizations do not have resources to commit to all the advocacy issues identified thus the need for prioritization. To be able to prioritize the problems you need agree on criteria.
Problem analysis
Is based on the cause-effect logic
Problem analysis is carried out to develop a hierarchal relationship between causes and consequences.
In advocacy effort, it is the (root) causes that are targeted not the consequences.
The hierarchal cause analysis
The most immediate causes of a problem are in most cases physical or social conditions
These conditions are in turn ‘caused’ by human behavior or systemic shortcomings.
Systemic shortcomings might be caused by low institutional capacities or underlying power dynamics.
Human behavior is determined by people’s knowledge, attitudes and beliefs etc.
People’s knowledge, attitudes and beliefs have their roots in the context or the environment in which the target group is found.
Crafting a problem statement
The what- the condition the project seeks to address
The who- the party (people) affected by the problem
The where- are locations/regions of the people affected by the problem
Note: avoid use of lack of- it presupposes the solution
Methods of problem analysis
· Group brainstorming
· Causes and consequences analysis matrix
· Problem tree analysis/ causal analysis
Problem tree analysis
A problem tree is a participatory visual method that maps out the cause-effect logic of the problem being addressed.
It helps to visualize the complexities of the problems, its causes and effects
It helps to identify and prioritize the most important causes of the problem to be addressed to maximize results
A goal
This is the group’s long term target. It makes the overall objective of the advocacy work. For example CODETI’s goal: to work with the community to ensure that basic rights are obtained through good governance, transparency and accountability for resources by duty bearers. It aims at promoting the integration between the Government and the governed in as far as the mandate of the government to the citizen is concerned.
Advocacy Objectives
Advocacy objective is a short term target that contributes to achieving the long term goal. It’s the group’s internal target. The advocacy objective must be:
· Specific- what exactly do you want happen

· Measurable- will you know when you’ve achieved it

· Achievable- is it possible to achieve it given your resources & time

· Relevant- is it relevant to all stakeholders and the real problem

· Time-bound- by when you want it to happen
Time bound objectives helps prevent the continued use of resources towards a non achievable goal and gives you a fixed point to aim for.

Elements of Advocacy Objectives

· Policy “actor” - decision maker

· Policy “action” – the decision

· Timeline- when the objectives will be achieved

· Degree of change- a quantitative measure of change

Examples:
· To create awareness on the significance of gender budgeting targeting members of the public and decision makers for two years starting June 2009
· To influence legislators to enact a comprehensive HIV/AIDS Bill by the end of 2007
Identification & analysis of stakeholders
Aims at identifying those with vested interest in seeing an advocacy proposal either being realized or being blocked
Categories of key actors
a) Allies: people who are “on your side” either because they will benefit directly or because they share the same objectives and want to help bring about these changes as part of a broader movement
b) Beneficiaries: people whose lives will be improved by the successful achievement of your advocacy goals
c) Opponents/adversaries: people who are opposed to what you are trying to do. These people can become allies in time, with greater understanding. They can become targets of your advocacy project if you are planning a series of activities to “win them around” 
d) Internal stakeholders: Are people within your own organization, network or alliance who are actively collaborating on the design, management and execution of your project. Not necessarily all are allies. They are usually people you have regular contact with.
e) Influencers: Those who through their positions, relationship, knowledge, or status are able to influence those with the power of decision making or the direction of policy change.
f) Decision makers: those with the authority or power to make the decisions which will effect the desired change. Generally the decision maker is a key undecided person who needs to be persuaded of the desirability of the advocacy proposal.
g) The undecided: are those people who have not taken a position on the advocacy proposal and have the potential of either becoming allies or opponents. They are able to influence decision makers (for or against) but do not want to get involved for one reason or another.
Analyzing the Interest of Key Actors
It involves the analysis of the personal, social, economic, and political interests and motivation of each individual. Need to look into personal characteristics; including religion, academic training, political party affiliation, aspirations, personal likes and dislikes. Of need also is understanding who the real decision maker is, the process that will be used in decision making and the time period for decision making
Channels of influence
Identification and analysis of channels of influence is done to identify those people who have the power to influence decision makers, positively or negatively with regard to the proposal. Power mapping exercise is commonly used in identifying the most important actors. Examples; advisers, key figures in the media, friends & relatives of the decision maker, directors of NGOs etc Note: it is individuals with first and last names and not institutions who make decisions.
People
Mostly they make the force behind desired change. They are the ones affected negatively by abuse of power.
Power

This is the ability to get something done. Power determines who makes decision and what decisions are made. The change championed for in advocacy, mostly involves shift of power. Power can be- the degree of control one /society has over material, human, intellectual and financial resources.
Note: in some situations we may have no power over decision makers but we have power to influence other people or organizations that can, in turn, influence those in Many of the problems we try to address in advocacy work have arisen through abuse of power such as; empty promises, abuse of privileges, use of force, false claims of legitimacy and representation, poor research and misinterpretation of data, and bribery. 
Politics
Is a dynamic process of negotiation and decision making in both formal and informal spheres that determines access to resources and opportunities.
Note: 
· Advocacy is political NOT apolitical
· Decision makers & decision making is about power
· Decision makers & decision making is a political process
· Politics is not an exclusive pre occupation of the politicians
· All social relations and dynamics are political from homes to the corridors of government
· So, the perception that politics is only the privilege of those in formal political power serves to reinforce exclusion
Developing advocacy messages

Your advocacy message is what you choose to say about your issue, its solution and who you are.

Characteristics of effective messages

· Simple

· Concise

· Appropriate language

· Content consistent with format

· Credible messenger/spokesperson

· Tone and language consistent with the message (serious, humorous)

Factors to consider when developing advocacy message;

· Know your audience

· Know your political environment

· Keep your message simple & brief

· Use real life stories & quotes

· Use precise, powerful language and active verbs

· Use clear facts

· Adapt the message to the medium

· Allow your audience to reach their own conclusion

· Encourage audience to take action

· Present a possible solution

Elements of message content

· What you want to achieve

· Why do you want to achieve it

· How you propose to achieve it

· What action you want the audience to take

Message delivery

Message delivery involves careful attention to;

· How the information will be transmitted-the medium

· Who or what will convey the message-the messenger

Tips to take note;
a) 
Deliver a consistent message to an audience through a variety of channels over an extended period of time. Message will not be absorbed by audience and influence their opinions overnight- repetition is vital. Deliver the same message in different ways, using different words so it does not become boring.
b) Use a source that the audience finds credible. The messenger is often important than the message itself. Use the best medium depending on the audience. For example use newspaper that is widely read and respected.
c) Create a message that the audience will understand. Use the language of the target group. Avoid technical terms or jargon. For example it’s sometimes better to say “physically incapacitated” rather than disabled. 
Useful tools in advocacy.

Radio, television, videos & films, seminars, workshops, FGDs, public hearings, street theater, songs, posters, fliers, leaflets, newspapers, updates, press releases; memoranda and petitions among others.
Factors to consider in selecting an appropriate media

· Audience

· Cost

· Risk

· Visibility

· Time/place

Activities 
These are strategies or courses of action a group intends to pursue during advocacy campaigns. Possible activities for advocacy work and their respective strategies are shown below:
	Strategy
	Activities 

	Lobbying 
	· Direct visits

· Production of position papers

· Petitions


	Organizing 
	· Meetings

· Community meetings

· House to house visits

· Trainings

· Formation of coalitions

· Formation of task forces

	Education & sensitivity raising
	· Research

· Workshops, seminars

· Public debates, topical discussion forums

· Publications

· Videos

· Popular theater

· Artistic festivals

· Civic education campaigns

· Personal testimonies

	Mobilization 
	· Strikes

· Marches

· Take-over

· Vigils

· Sit-ins

	Working with the press
	· Press conferences

· Interviews

· Visits to editorials

· Articles

· Letters to the editor

· Investigative reporting

· Arrangements for project visits


Developing an Advocacy Action Plan
This involves spelling out the specific activities to be carried out under each of the strategies selected and indicate who will have primary responsibility for each activity. In general, each activity should fall in one of the following categories;
· Research in support of the a survey of the key actors
· Activities to strengthen the group or coalition that will carryout the campaign
· Activities that help to persuade the decision maker and other key actors

Preparatory tasks
These are tasks that lay the groundwork for future activities. They often determine whether or not an advocacy campaign succeeds or fails.
They include:

Research to fill information gaps: involves having access to accurate & reliable information about the problem to be solved and its causes, the way decisions are made, the characteristics, motivations and interests of affected population and key actors who can influence the decision maker. The group also needs to understand its own capacity-its strength and weaknesses in relation to the proposed initiative
Drafting the message or proposal summary sheet: this is essential for use in presenting the proposal to the decision maker, key actors and to the general public. This document set forth the position of those doing the advocacy. The proposal summary should include;

· a brief description of the problem to be solved

· the concrete proposal of the group

· the main arguments in favour of the proposal
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