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Facilitator Role

As lead facilitator of this activity, your role is to guide a learning and behavior change process. The workshop participants will ideally learn to use information differently and strengthen the capacities of their program’s monitoring and evaluation systems.  This workshop is a capacity strengthening activity and thus your role extends beyond that of a trainer.  Together, with other trainers and the participants, you will create an increased awareness and understanding of the value of using the right (quality) information to make better (more informed) decisions. This in turn will lead to more efficient and effective programs.  Beyond leading a series of M&E training sessions, you are facilitating growth in how each participant thinks and works in the ever-changing environment of HIV/AIDS programs. 

Participants and facilitators share a common vision of improving programs through strengthened information use; facilitation involves working as a team member as well as a trainer.  This guide (along with the PowerPoint slides and handouts files) contains all the information you will need to facilitate this workshop.  Use these tools to prepare yourself to ahead of time so that you can most fully engage in this dynamic process and co-create a dynamic learning environment for the participants.  The facilitator’s guide will walk you through each session step by step and the Monitoring and Evaluation Plan (M&E) Plan will guide participant’s progress.  Be most attentive to the process of learning.  Each training event is different. Through the formalized daily process evaluations, as well as informal participant feedback, you will make modifications in the training program.  Use the session objectives to measure group progress, and be prepared to re-explain and review training topics as necessary.  The process of conducting monitoring and evaluating individual sessions during the workshop serves not only to help you, but also as an example that may clarify less understood topics for the participants.  Focus on key take away messages for each session throughout the workshop.  Monitor closely to gauge whether participants have mastered the take away messages for each session as you proceed through the workshop agenda.

Do your best! Enjoy the training and the participants will as well.  It is important to remember throughout the training to value and respect each participant’s unique learning process and the time they are taking to attend the training.  

How to use this facilitator’s guide

This document will guide you through the planning, lectures, and activities to conduct a M&E Capacity Strengthening workshop. This workshop is designed to be conducted over a five day period (see sample Agenda on page #). Use this guide together with the M&E Capacity Strengthening Workshop PowerPoint files and Workshop Handouts documents.  The guide follows each session and offers a step-by-step description of the training process.  

The italicized portions of the guide are what you will say to the participants.  The non-italicized font portions of the guide are additional notes for you, the facilitator.  Note these words are guide and you can and should modify wording to tailor the training context and your experience and comfort.  The left column of the guide is for you to make notes regarding timing, group activities, and other helpful points to keep you on track.  

The icon below indicates that this portion of the session involves facilitation with a flipchart.
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The icon below indicates a group activity or group processing.  

[image: image18.wmf]
It is important that preparations for the training take place well in advance so that you have time to tailor training materials and provide examples according the your audience.   
Example Agenda

	Time
	Day 1
	Facilitators

	9:00 – 9:30
	Workshop Welcome
	

	9:30–10:30 
	Introduction and Workshop Overview
	

	
	· Welcome and introductions 

· Workshop purpose and objectives

· Workshop Overview

· Expectations, ground rules, notable quotes

· Participant report back assignments

· Emergency Plan overview

· Pretest
	

	10:30–11:00
	Tea Break
	

	11:00-12:00
	M&E Work Plan Overview

· Components of an M&E Work Plan

· Organization mission, goals and objectives
	

	12:00 – 1:00
	M&E Work Plan Development: Laying the Foundation
	

	1:00 – 2:00
	Lunch Break


	

	2:00 – 3:30
	Introduction to Monitoring and Evaluation 

· Definitions and types of M&E

· Types of M&E Activity

· Importance of M&E
	

	3:30-3:45
	Tea Break
	

	3:45-4:45
	M&E Frameworks

· Introduction to M&E Frameworks
	

	4:45-5:15
	M&E Work Plan Development: Building Your Framework
	

	5:15–5:30 
	Wrap Up & Day’s Evaluation

· Q&A, Housekeeping

· Evaluations
	

	6:00
	Welcome Reception
	


	Time
	Day 2 
	Facilitators

	9:00-10:00
	Overview of Previous Day and Today’s Agenda

· Review evaluations

· Participant report back and Q&A

· Overview of Day

· M&E Definitions Activity
	

	10:00 – 10:45
	Building a Framework:
· Group Exercise: Building a Frameworks
· Framework Examples
	All

	10:45-11:00
	Tea Break
	

	11:00 – 12:00 
	M&E Work Plan Development


	All

	12:00-1:00
	Lunch


	

	1:00 – 3:30 
	Indicator Development

· Overview of indicators

· Indicator Exercise (The Rock)
· Selecting indicators to measure (criteria and rationale) and brainstorming exercise

· Key program indicators for Care, Treatment, and Prevention in SA

· Emergency Plan Indicators 
	

	3:30-3:45
	Tea Break
	

	3:45-5:00
	Indicator Development

· Indicator Development / Operationalize
· Indicator Information Sheets

	

	5:00–5:30 
	Wrap Up & Day’s Evaluation

· Q&A, Housekeeping

· Evaluations
	


	Time
	Day 3 - Data Use Day
	Facilitators

	9:00-10:00
	Overview of Previous Day and Today’s Agenda

· Review evaluations

· Participant report back

· Overview of Day

· Proverbs 
	

	10:00 – 10:45
	Data Demand & Information Use
· Overview & introduction

· Principals of Data Demand & Information Use


	

	10:45-11:00
	Tea Break
	

	11:00 – 1:00


	Session 5: Data Demand & Information Use (continued)

· Decision-making

· Operationalize use of your indicators 

· Decision Calendar / Data flow mapping
	

	1:00- 2:00
	Lunch


	

	2:00- 3:30
	Data Demand & Information Use (continued)

· Communicating M&E information

· Data Use tools
· Facilitating Data Use
	

	3:30-3:45
	Tea Break
	

	3:45-5:00
	M&E Work Plan Development: Using Information

· Catch Up 
· Incorporating Data Demand & Information Use
	

	5:00–5:30 
	Wrap Up & Day’s Evaluation

· Q&A, Housekeeping

· Evaluations
	


	Time
	Day 4
	Facilitators

	9:00-9:30
	Overview of Previous Day and Today’s Agenda
	

	
	· Review evaluations

· Participant report back

· Overview of Day
	

	9:30-10:30
	M&E Work Plan Development
	All



	10:30- 10:45
	Tea Break
	

	10:45 – 1:00
	Data Quality
· Data Quality: An Introduction
· Data Quality Concepts

	

	1:00-2:00 
	Lunch


	

	2:00 – 3:30
	Data Quality (continued)

· Data Quality Audits
· Data Quality Management Plan
· Experience with DQA

	

	3:30 – 3:45
	Tea Break
	

	3:45 – 5:00
	M&E Work Plan Development: Managing Data Quality


	

	5:00–5:30 
	M&E Workshop Wrap Up
	

	
	· Q&A, Housekeeping

· Wrap Up: Public Health Questions, Keys to M&E

· Posttest 

· The Way Forward
	


	Time
	Day 5
	Facilitators

	9:00-9:30
	Overview of Previous Day and Today’s Agenda

· Review evaluations

· Participant report back

· Overview of Day
	

	9:30 – 10:30


	M&E Work Plan Development



	All

	10:30- 10:45
	Tea Break
	

	10:45 – 12:00
	Engagement Strategies

· Identifying and communicating with key program stakeholders

· Success in implementing and sustaining your M&E efforts
	

	12:00 – 1:00
	M&E Work Plan Development and Presentation Preparation
	All

	1:00-2:00
	Lunch
	

	2:00 – 3:30
	M&E Work Plan Presentations


	All

	3:30- 3:45
	Tea Break
	

	3:45 – 5:00
	M&E Capacity Building Workshop Close

· Wrap Up

· Final Q&A’s

· Posttests

· Opportunities and the Way Forward 
	All


Setting up the Workshop Environment

Pre-training

· Prepare materials

· Adapt for local context (i.e. language, level of M&E work, role of participants)
· Secure training venue

· Identify and engage appropriate stakeholders (i.e.: participant employer, funder, etc.)

· Invite participants (summarize training, what they can expect, what they should bring, and note logistical concerns)
· Assign facilitators for each session

First day of training

· Introductions

· Establish round rules

· Participant expectations

· Present goals and objectives

· Present week agenda

· Pre-test training evaluation

· Assign participant report back 

During the training event

· Monitor daily

· Present agenda for day

· Participant present report back

Last day of training

· Post-test raining evaluation

Training follow-up

· Provided follow-up as planned (should be planned for in planning stage)
· Post training outcome evaluation 
Tips for a successful monitoring and evaluation training event:

· Use localized examples, context, and language whenever possible.  

· Begin sessions by posing a question about the topic at hand.  This helps to bring participants on board and prepares them to learn about the topic.  Ideally, the question should bridge a real life (work, M&E) experience with the topic about to be presented. 

· Begin session by clearly stating session goal and objectives. Give a brief session outline.  

· Drive home key session take home messages through repetition, group process, and practical application.  

· Ask your participants questions to gauge understanding

· Encourage participants to ask questions of you and the other participants, and be sure to leave plenty of time for discussion.  If an agenda is rushed, or lags behind, this is the first element of a training experience that is cut.  This is highly unfortunate.  The organic dialogue and discussion that emerges within sessions provides rich opportunities for applying concepts and further learning.

· Smile, be friendly, and have fun!

Session 1: M&E Workshop Introduction & Overview

Time: 2 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

Objectives:

By the end of this module, participants will:
· Have established a healthy working environment for the workshop.

· Understand and be able to explain the purposes of the M&E Workshop and how it will function during the training week.

· Understand the function of strengthened monitoring and evaluation systems as a means to improve organizational capacity. 

Take Home Messages:

· M&E is not something extra we do, but rather a way of planning …

· M&E is for everyone

	Trainer Notes: 
	STEPS:

	
Group Activity
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Ground Rules
	PLANNING THE SESSION:  Before the session, the trainer should prepare a flip chart with the envisioned program/agenda for the day noting the tea breaks, lunch and finishing times.  The agenda should build in time for individual sessions taking longer than planned—essentially building in the ability to end on time if some sessions take slightly longer than planned due to discussions around the concepts and exercises.

Prepare: 

· Flipcharts: Expectations, Ground Rules, Notable Quotes, and Parking Lot

· Copies of power-point handouts for each participant

Begin on time.  Begin by warming up the participant group before the actual start time.  Welcome each participant, as is possible, when they enter the room.  Welcome participants.  Announce Training.  Take a moment to ease into workshop.  Thank participants for taking the time and making the effort to attend workshop.  Introduce lead facilitator, instructors present, and other non-participant guest.  

On behalf of ____ we welcome to the Monitoring and Evaluation Capacity Strengthening Workshop!

We thank you for taking the time and resources to allow you to be here this week.  

Thank also sponsoring organizations, other stakeholder groups involved: government, sponsoring university, and recognize officials present in opening session.  Allow special guests to welcome and also say a few words.  

This workshop could also be called: ‘Using Information for Improving Programs’ or ‘Why I love M&E’ or ‘How to work smarter and not just harder’  (meant to be both mind opening and a bit funny)  

Slide 2 

Ask participants to form small groups of just 2-3 persons.  They are to introduce themselves and have a brief conversation noting where they are from (organization / location), for whom they work. They should also discuss their organizational role, and their experience(s) with monitoring and evaluation. Lastly, ask them to share why they are at the workshop.  After sufficient time, ask participants to introduce another or the other person(s) in their group.  You should then re-welcome all and comment on some of the answers to “why they are here”.  Ask the participants to share their expectations for the week.  Ask them to think back to a week ago, or to when they learned they would be attending. What came to their mind, what did they expect?  Make sure to capture all expectations in this group flipchart brainstorm.  You will add any additional such as: participation, group learning, and expecting to have some fun!

Take a few minutes to get to know those around you; by the end of the week, we will all be friends to M&E but also to each other.  Our most valuable resource in the room is, in fact, each participant.  Each of you have a brought years of varied experiences and knowledge; this is the strength of this workshop.  Notice we are not calling this a training!  This is a workshop.  You bring your work, we will discuss, and examine, and process in the context of this M&E stuff, and you will live with a plan to improve upon what you already have in place.

So that we have a comfortable and productive learning environment, we like to establish, as a group, a set of ground rules.  I’m sure many of you have done this before in previous trainings.  Who would like to begin?

Ground Rules: Participants are asked to define a set of operational ‘ground’ rules for the week.  Most are familiar with this procedure.  You should be ready to add anything missed: arrive on time, end on time, participation, respect, cell-phone management, courtesy breaks, room temp (to be controlled by lead facilitator), active listening (no side-bars), etc. Ground Rules should be posted visibly and even quickly gone over at the beginning of each day.  Participants are asked to manage this process as well as the revision or addition of ground rules.  



	What is M&E?
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Group Activity

Why is the VALUE of M&E?
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	Slides 3 – 6 Workshop Goal and Objectives

Workshop goals and objectives.  Introduce goals and objectives for the workshop.  Objectives are not to be read quickly, but rather should be carefully gone over.  Participants may be asked to share in the task of reading objectives.  Note that workshop will continue to be participatory.  All participants are asked to actively participate.  Question to consider: Given these objectives, how could one measure that they have or have not been achieved?  Re-address each morning during reading of session objectives.  

Slide 3: Training Goal

Read this goal clearly and take a moment to unpack certain elements / words contained within this goal statement. 

Any questions on this goal or the wording of it? 

Take note of this goal, we will want to know if and how we’ve progressed towards accomplishing this goal.

Slide 4-6: Training Objectives
Volunteers to read the first objective statement?  

Probe?  What is the purpose of establishing goals and these listed objectives?

Any questions on these stated objectives? Wording?
Slides 7: Introducing Monitoring and Evaluation  

Monitoring & Evaluation is a multi-faceted, dynamic process.  This slide presents an organizing framework for a function national HIV M&E system. It depicts 12 essential components of an M&E system. Behind each components is a set of performance goals that can help shape strategies for building the system. Consider each of these puzzle pieces, how they inter-relate.  Questions to consider: Which parts of this puzzle are familiar to you, which are not?  Note the center puzzle piece; why is information use at the center.  How does information function throughout the connection of puzzle pieces?  What else do you notice? Does every M&E system (project, program, national) have a complete set of components? Does it have to have all 12?
Slide 8: 

Demystifying M&E: What is monitoring and evaluation?  For YOU, what is monitoring and evaluation?  First step in defining M&E is to change common misconceptions of monitoring and evaluation.  Ask participants to ‘get it all out’ – what do they think of when you say M&E? 
Group Flipchart Brainstorm: M&E?
Now, one by one, click forward on the slide and involve and engage participants with new understandings of what M&E can be.  

Slide 9: 

Look back at flipchart from “What is M&E?” This week we hope to change knowledge, attitudes, and perhaps influence a change in behavior, regarding the use of information, monitoring and evaluation.  

We are working to change perceptions about M&E, about the role of M&E in an organization.  We have to change people’s minds about what M&E is and what it can do for them.  

Here we want participants to lay out how M&E is understood in their places of work.  We must begin from this understanding and then show how M&E (Information Use) transcends previously understood notions of the role of monitoring and evaluation in the work place.

Slide 10: 
When we look at the goal of the training: The goal of the M&E Capacity Strengthening Workshop is to increase capacity to monitor and evaluate their programs for improved program effectiveness and efficiency. 

The goal not only requires the teaching / transfer of a lot of knowledge about M&E, but it also calls for a change in behavior, a change in the way organizations manage information.  Behavior change takes time and understanding.  Behavior change on an organizational level cannot happen without a process of engaging those involved.  In M&E, this is EVERYONE.  How do we involve them?  We engage, from the beginning, throughout implementation, and by providing feedback after completion. 

We can use the above Engagement Strategies to take concrete steps in engaging various stakeholders in various ways.  

Our first step, however, is to engage YOU.  I will engage you with my own understanding of the importance of M&E.  

If the concept of engagement is not clear, perhaps give an example or ask participants to briefly describe a situation where they realized that in order to accomplish the task at hand, they had to specifically think about how they would get others (stakeholders) on board, wanting to participate, engaged.

Engagement Strategies.  Common in most every project (hopefully) is a plan for carrying out the goals and objectives, or a plan for implementation.  Missing from most of these plans is a carefully thought out strategy, a plan for actively involving and engaging those (stakeholders) who are necessary for successful project implementation.    

Ask participants: 

Who do you need to have ‘on board’ in order to carry out your work, your projects and activities?  

Who are the stakeholders of the M&E system in your organization or country?  

What value does your activity have for various stakeholders?

How do you get them involved?  

What information will you share with them?

There are many ways to involve (engage) others.    An Engagement Strategy is your plan for deciding how, who, when, and why you involve who you involve.  

Strategies of Engagement:

· Creating a compelling vision

What is it that you hope to achieve, what is the vision of what that looks like?  Make this vision compelling: this is why it’s important, this is why it’s important to you.

· Establishing urgent need

What will this vision look like if the goal of what you are trying to accomplish (your activity) is not achieved? 

Why, what will happen without…

· Leading the change

Be the change you want to see, in the world, in others.  
Good leaders create leaders, not just followers

Being a good leader means not simply having a lot of followers, but empowering others understand and perhaps actualize their own role (as a leader or otherwise). 
Demonstrating each persons role (leadership) in M&E

· Engaging various levels of stakeholder 

Who are the different groups of stakeholders and how will your strategies to engage them differ? 

· Charting transition

Progress towards our goal

· Aligning systems

Resources (systems) in place (staff, communication)

· Sustaining energy

The positive choice

There are likely other strategies and many ways to describe similar approaches of engagement.  

Activity (optional):

Briefly describe a situation where you realized that in order to accomplish the task at hand, you had to specifically think about how you would get others (stakeholders) on board, wanting to participate and engaged.  
Slide 11: 

The following graphic provides a conceptual framework for understanding M&E system capacity and performance and guiding investment in capacity building for M&E.  It proposes essential performance objectives for an HIV/AIDS M&E system and three capacity domains that surround and support performance and which influence and interact with each other. 

Capacity building is the process of improving the ability of persons, groups/organizations, and/or systems to meet objectives, address stakeholders’ needs and, ultimately, perform better (Horton et al, 2003; LaFond & Brown, 2003; Goodman et al, 1998).  Capacity building involves an ongoing, systematic, and planned process with measurable performance objectives, defined outcomes and indicators, and strategies to track and measure these outcomes over time.   The goal of capacity building in this context is to improve performance of the national HIV/AIDS M&E system, including its many components (as described in the Introduction). Poorly conceived or implemented capacity building initiatives can fail to improve, or can even worsen performance by neglecting to engage stakeholders in the capacity building process or diverting the overall attention and resources of the M&E system from high-priority to low-priority capacities.  Effective capacity building processes are locally owned and led, and focus on interventions that are specifically designed to improve performance.  A well constructed capacity building plan helps ensure that activities are proceeding as expected, provides a record of how inputs are used, and helps identify deviations from initial goals and expected outcomes.

How do we build M&E Capacity?  Successful M&E requires broad participation from across organizations, stakeholders, and beneficiaries.   Thus, improving capacity of monitoring and evaluation systems requires broad participation as well.  We also have to consider components of organizational capacity: Resources, Organizational Culture, and Organizational Structures while considering external environmental aspects.  

Slide 12: 

General diagram showing emphasis of M&E related to program improvement (including program planning, management) sharing data with stakeholders, and reporting. 

Again, just to reiterate, M&E is not just for reporting, as often understood.  Its main role should be for continuous program improvement.  In order to do this, all those involved in our project / program must understand how M&E can allow us to improve our programs.  Additionally, all those involved, must understand their own role in making M&E successful in program improvement.  Know Your Role in M&E.
Why M&E?  What is the purpose of M&E?  Ask participants to comment on this diagram.   

Slide 13:

Gaining information to answer the following frame the purposes for carrying out monitoring and evaluation.  

· Are we doing the right things?

By the right things, we mean, in order to carry out our programs objectives / goals, are we implementing the right programs?  If our goal is to increase knowledge of HIV C&T Centers in a program area, are we doing the right things? (brochures, radio spots, community leaders).  How do we know that what we are doing is working / is the right thing?  We use information from our program to help inform the answer to this question.

· Are we doing them right?

So we have used information to know that our activity is deemed appropriate for a specific intervention.  But, are we doing this in the right way?  We may have learned that increasing knowledge of PMTCT services can be accomplished by linking with clinician referrals.  But, are these referrals made in a way that will lead to the desired results?  We must use information from our program and community area to know if we’ve designed this intervention the right way.  

· Are we doing them on a large enough scale?

So, we’ve figured out what to do, and how to do it, but are we implementing this activity on a scale that will achieve the desired result?

Workshop Overview (Slides 14 – 15): Go over the workshop agenda day by day.  Try to give participants an understanding of the flow of the workshop content for the week.  Each session builds upon the previous one.  The M&E Plan is the blue print for the week.  Note timing of sessions and group work time as well.  Take questions about agenda.  Attend to any timing issues.  Note that on the final day participants will be asked to share some of the work (on the M&E Plan) with the rest of the group.  This is meant as a group learning process in that areas of challenge are encouraged to be presented.  Lead facilitator will assign participant presentations during the week.  (see notes on Participant Presentation Group Activity)

Notable Quotes: One way of keeping the group involved / engaged during the week is to ask participants to keep a running list of “Notable Quotes”.  You can begin with “Let there be no enemies to M&E!” or something else inspiring.  Read this list at the beginning of each day and encourage participants to add throughout the day and during the entire week.  

Parking Lot:  When questions or issues are raised which need attending to but at another time, they can be placed on this flipchart to note for later discussion or explanation.  

Participant Feedback (Rappateurs): Each day’s session will be reviewed and summarized during the next day’s morning opening session.  Presentations should be no longer than 20 minutes and should highlight key topics as well as address each of the sessions learning objectives.  Two participants are assigned to this duty each day.  Participants may choose how they will present the day summary. Encourage them to be creative and involve the other participants.  Each day’s rappateurs then choose two volunteers for the next day.  

Pretest: Facilitator explains the process of Pretests / Posttests, and Daily Feedback Forms.  

Value of M&E (Slides 16 – 18):

Question for Participants:

Each participant is asked to individually quickly answer (brainstorm) these questions for themselves.

Everyone is to keep this list.  We will ask the question at the end of the training and compare  

Answers are then compiled on flip chart.  Discussion.  

We’ve briefly noted that for M&E to be truly successful in any program, we must get more people involved in information use.  One way to do this is to begin by underscoring the IMPORTANCE of M&E.  Why is it important for us, what is its value?  

This question (activity) should be done again at the end of the training.  

The value of M&E cannot be overlooked.  We know that for M&E to be successfully carried out in any program, we need many or most involved in this complex information system.  Getting reluctant people involved in M&E can be a challenge.  However, if we begin with a desire to accomplish a common goal / a shared vision and then connect this to the points referred to in the Value of M&E, we can show how M&E is vital to accomplishing this shared goal.  We can begin to be more aware of the value of monitoring and evaluation as a critical ingredient for any program’s success.  

Participants in this room, have a vital role in sharing this important learned value with everyone they work.  You are champions of M&E and you must spread your understanding of its value in an approachable way.  

Participants should consider they Value points they’ve listed and the points listed on the slides and think, specifically, how would you communicate this to your boss, your funder, or your program implementers?




Session 2: Principles of Monitoring & Evaluation 

Time: 2 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

Objectives:

By the end of this session, participants will:
· State the definitions of the terms monitoring and evaluation and provide an example of each.  
· Identify different types of monitoring and evaluation activities. 

· Summarize the importance of monitoring and evaluation. 

Take Home Messages:

· Monitoring is the routine process of data collection and measurement of progress toward program objectives. It involves tracking what is being done and routinely looking at the types and levels of resources used; the activities conducted; the products and services generated by these activities, including the quality of services; and the outcomes of these services and products. Monitoring: What are we doing?
· Evaluation is a process that attempts to determine as systematically and objectively as possible the relevance, effectiveness, and impact of activities in light of their objectives...  Evaluation: What have we achieved?

· M&E provides organizations with a tool to measure program effectiveness
· M&E provides organizations with a tool to monitor how efficiently the program is performing

· Main purpose of M&E is information use

· M&E promotes organizational/ program learning

	Trainer Notes: 
	STEPS:

	20 minutes (depending on number of participants)

Group Activity


	PLANNING THE SESSION:  Before the session, you should prepare a flip chart with the envisioned program/agenda for the day noting the tea breaks, lunch and finishing times.  The agenda should build in time for individual sessions taking longer than planned—essentially building in the ability to end on time if some sessions take slightly longer than planned due to discussions around the concepts and exercises.

Make a note that one good way that your facilitators’ team models effective data use is by reviewing the daily session evaluations with the group each morning before the day’s module begins.  

Slide 1:

Briefly recap key learning points from previous segments, and relate to the importance of monitoring and evaluation.

Monitoring and Evaluation of program activities helps:

Facilitate program improvements;

Modify elements that aren’t operating as intended, or achieving desired results; and

Document program successes and results.

There are many different understandings of the words, “monitoring” and “evaluation”.  Important for this week is that you have a general understanding of the key concepts behind these terms. It is also important to understand how they apply to the work that you are doing.

Slide 2:

Definitions are important, but participants can get caught up on words.  Be open, especially at first, to broad understandings and refining definitions as you go.  

To reiterate, we need not settle on one specific (word for word) definition of monitoring and of evaluation.  Instead, we are working towards a common understanding of the meaning behind these words.  Important also is that we look at these two words separately as well as together (they are often spoken almost as one word).  

Participants will better understand and better remember when definitions are made relevant to their own experiences and purposes / importance are made clear.  

In understanding and defining M&E, we want you also to be able to understand what these words and definitions mean, and further, what they mean for you, your places of work, and why this is important for you.  What is the purpose?  Try to relate the work you are doing to your understanding of monitoring, and to your understanding of evaluation.  

Bring out short examples from participants.  Pry out ideas from up to 10 participants.  Guide towards examples from places of work, and guide towards examples from outside of work; i.e.: At home, how do you monitor and evaluate?  

What are some things that you already do that seem like monitoring?  Evaluation?  

Definitions can be intimidating.  Reassure participants that it’s okay if concepts / definitions / topics are not completely clear the first go around.  

We will be going over these ideas / topics throughout the session, throughout the day, and throughout the week.  Let them settle in a bit.  If you do not get something the first time, there will definitely be more opportunities.  

Let’s get started!

Slide 3:

Participants serve an active role in accomplishing the goals and objectives of the training.  This is a good opportunity to demonstrate the importance of understanding activity objectives and using them to measure progress towards the accomplishment of results.  Use these objectives throughout the training.  At a few points each day, measure how the training event and participants are progressing towards accomplishing the objectives.

Remember that learning objectives are our way of measuring results achieved through accomplishing an activity, such as this training.  The objectives also clearly lay out for you, as participants, what your role is in this learning exchange.  Examine these objectives now, throughout the session, and towards the end.  As a facilitator I will do my best to provide for you the information needed, however, each participant is responsible for meeting objectives and letting the facilitator know when more explanation / processing / or examples are needed for understanding.  

The importance of M&E must be self-realized by each participant.  The importance and purpose of M&E must be so well understood that it rolls of the top of each participants tongue.  In this way, the value of M&E can be more easily transferred organizationally, and capacity strengthening through engagement is achieved.  Inform participants that they will be asked to repeat this point often. 

Again, why is M&E important… to you? To your project activities?  We want you to be able to answer this question, easily off the top of your head, to anyone you work with!

Slide 4:

This organizing framework demonstrates the many components of an M&E system.  It may be a lot for a participant to take it.  Allow a few moments for participants to look at the diagram as you move into explanation.    

So when we talk about M&E, monitoring and evaluation, what are we really talking about?  Well there are many components.  Here you see some of the many puzzle pieces that make up a functional M&E system.  All of these things make up M&E.  So, when we talk about strengthening M&E capacity, we must examine our capacity in all of these components.  Each of you, for yourself, for your work (projects / programs) will have a different looking picture of a functional M&E system, but likely, it will be made up of similar pieces (components).  

Take some time to read off different puzzle pieces, moving from piece to piece.  Information is used throughout the interconnected M&E ‘pieces’, which strengthens M&E capacity, and in turn leads towards strengthened overall organizational capacity.  This point must not be missed.  

There are many aspects to a successful / functional M&E system.  It’s complex.  To build M&E capacity we must address these various components of the information systems.  We see Information Use at the center of this diagram.  

These questions are meant to be mostly hypothetical, however, do allow for participants to speak up and give their view.  Early verbal encouragement leads towards greater training participation.  

What does this mean to you?  What else do you notice about this diagram?

Data Use is at the heart of this training. The ultimate goal of M&E is to provide data that can be used to guide policy formation and improve program plans and operations.  See page 18 of this document for more details (http://data.unaids.org/pub/BaseDocument/2008/20090305_organizingframeworkforhivmesystem_en.pdf_
Begin to weave data use into the conversation at this point.  Go back to this diagram when you feel participants can gain from going back to the ‘bigger picture.’  The last two questions are an important way for participants to take stock of their own organizational capacity – as sort of ‘quick and dirty’ capacity assessment.  Do allow ample time for each participant to think this through for themselves.  Have 2-3 provide their thoughts to the group.  Also emphasize that it is the presence and the performance of each component (it is not just a check list to see if the component is present or not). It is critical to look at performance standards and actual performance for each one. 
Without the USE of information, an M&E system cannot function well.  As we move through the week, we will touch on many of the puzzle pieces.  Which pieces of this M&E System puzzle does your organization have in place, which pieces are in place but not functioning well, and which pieces are not in place at all?
Slide 5:

Program design comes before creating an M&E system.  You will likely want to reiterate this throughout the training. 

Now, we can’t have M&E without first having our programs, our projects.  This is what we are M&Eing (monitoring and evaluating).  One helpful way to look at our program before applying a M&E system to it is to break it up into different components, as shown in this slide.  

Program components (Inputs / Activities / Outputs / Outcomes / Impacts) are often misunderstood.  Approach explanation of each carefully.  

We can examine any program, health or other by dividing it up into these functional components.  This is one way for us to better understand our programs and specifically how they can be measured, or monitored and evaluated.  

This is one example, but you should use any simple straightforward example that is familiar to you and relevant to the participants.  

Take one program or specific activity that your organization performs.  For example, your activity is HIV Counseling and Testing.

Q: What may be some of your inputs for this activity?   A: test kits, trained counselors, 

Q. What is your output?  A: People counseled and tested for HIV

Let’s take a closer look at some of these terms…

Slide 6:

This can be a lot of information for some people.  Be attentive to participants spending too much effort on the program specifics of this diagram.  

Here is a sample diagram that divides an HIV ART Service Delivery program into different components: Input, Activities, Outputs, and Outcomes.  

This is a concept and skill that each participant should understand.  As participants work on their M&E Plan during the week, look for people/ groups jumping ahead in the M&E specifics without first laying out program components and deciding what will be measured.  

By categorizing a program in this manner, we can better MEASURE different aspects of it, thus we can monitor and evaluate it.  We cannot monitor or evaluate that which is not measured.  

Take further comments on this diagram.  Again, steer conversation towards how programs can be divided up into measurable components.  Take questions.  

This diagram is meant to be an example, you needn’t get caught up in the program specifics, rather look at how a program can be divided up into measurable components.  Do you have any questions about this diagram?  We’ll get more into more component definitions as we go… 

Make sure slide is understood.  

Unpacking the slide: 

Logistics – delivery of contraceptives, drugs, test kits

IEC  -- health education (information, education, communication)

Utilization – there has to be a number of people exposed to the program, and who modify their behavior as a result of the program

Here, you are beginning to explain differences in M&E components.

You could have people modifying their behavior, and a wonderful program, but if they are not related, or people are not using it, there is no impact of the program.  But to understand these nuances, we must have an M&E plan in place to measure these changes.  

Slide 7:

A pneumonic for remembering what an input is.  Keep this definition simple.

Also known as the 3M or 5M concept – Money, Manpower, methodologies, Materials and Moments (time). These constitute the inputs.

Usually inputs have a budget allocation.

Inputs are the things that you put in!  

Use this training event as a way to explain inputs, as well as the rest of the M&E components.  Have participants answer aloud and encourage all to give an answer.  Here we are raising a question and/or hinting at the complexity of designing an M&E system. This question is often raised, before it is asked.  The answer to this type of question should be facilitated by but not provided by you.   

What do you think are some of the inputs to this activity?  This very activity of training?  What are the actual inputs?  What else?  You the participants are inputs, this training room is an input, these training manuals that we’ve worked so hard on… are inputs… even this black marker is an input.  So many things going in that you can measure. 

As you see, there can be many, even an unlimited number of things, materials, stuff, that goes into any activity.  An important part of M&E, is deciding what and how much to measure.  How do you decide how much or what to measure?  Go back to USE from the puzzle slide.  We want to think about what information we want to USE (to improve programs, to report to funders) as we make decisions on how much, or what we will measure.  Likely, for program improvement purposes we may not need to know that for this training, there were 3 black markers used.  Rather, we may simply measure how much money we’ve used (as an input) for training materials.  

Slide 8:

Activities / Processes are not always defined as an M&E component.   

Activities are what you do, also called Processes:  Training, Condom Distribution, Counseling and Testing, Providing Treatment, are just a few examples.  Activities are things you do in your programs to accomplish your goals.  We want to increase knowledge of HIV status in our target area, that’s our goal.  An activity in this program can be HIV Counseling and Testing.  

Again, we are drawing attention to a complexity in M&E design.  Your role as a facilitator is not to provide the ‘answer’ but rather to explain complexity, guide conversation, and facilitate understanding.  This fosters growth and strengthens capacity.  

Now, even within one activity, such as this training activity, there can be other activities embedded within.  For example, take our M&E training, this is an activity designed to reach the goal of increasing participant capacity to monitor and evaluate HIV/AIDS programs.  In this activity, one would first need to create the training (curriculum), this is a sort of sub-activity, something that must be done prior to, or along with, the main activity.  Our role in M&E is to make decisions about what, and how much, we are going to measure, what we are going to monitor and evaluate.  

We’ll unpack this a bit more as we go …

Slide 9:

Again, keep these definitions simple. 

Outputs: simply stated, outputs are what gets ‘put-out’

They are the immediate results when an activity is completed.  Often it is the activity restated in the past tense.  

If our activity is training, our output can be ‘people trained’

If our activity is distributing condoms, our output can be ‘condoms distributed’

Outputs are the immediate result from an activity and they are typically easy to measure.  

Have a few participants give practical activity examples from their programs.  Have other participants provide possible outputs.  

Give me some examples of activities you or your organization is currently implementing?  Ok, now what will be the output of this activity?

Slide 10:

You can begin by polling participants for their definition of outcome.  Then proceed.  

Outcomes are results from an activity that signal a change.  They are the measure of change from an activity.  

The differences between output and outcome should be reiterated often from this point on.  This will solidify understanding.  

The key words to differentiate output and outcome are

OUTPUT – direct product of an activity, easy to measure (usually just counting), and its always immediate

OUTCOME – key word is CHANGE. Outcomes are associated with change. Outcome is associated with project objectives. Usually require more advanced methods to measure than just simple counting. Can be immediate but also can be seen after some time.

Let’s go back to the activities that you mentioned from the previous slide.  We mentioned some of your activities, we’ve thought about possible inputs, and the outputs. Now, what are some examples of outcomes?

For this activity that we are currently in the midst of, for this training, what is an example of an outcome?  How do these outcome results relate with your program?  In your program you have your activity that has been designed to address a specific health issue.  There are likely some goals and objectives written out in this program.  How do they (the program goals and objectives) relate with your outputs, and outcome results?  

Ok, great!  To review, what’s an input?  An output?  An outcome?  Give me an example of an outcome, and input, and output?  How does an outcome differ from and output?  

Slide 11:

The definitions of M&E components are built piece by piece. As the different components of M&E are interconnected, the definitions of training terminology will also be connected.  It is helpful to trace the terminology from previously ‘built’ and understood concepts.  

Program Impacts are the final result your program / activity can achieve.  It is the longest term result.  

An impact is a population level change, such as incidence and prevalence rates.  We want to measure the role our program has had in the change.  This is difficult, costly, and often not feasible to measure for localized programs.  However, we want to aim to understand our role in this change even if we do not undertake a more rigorous impact evaluation.  Additionally, national level programs will want to plan for and design this type of measures.  

This is a mini review.  See that there is general understanding in the participant group.  Check for comprehension.  Ask if there are questions.  Review these concepts again and have fun with it.  

Ok, great!  To review, what’s an input?  An output?  An outcome?  An Impact? Give me an example of an outcome, and input, and output?  How does an outcome differ from and output?

Slide 12:

At this time, assess participant energy level.  A quick stretch or a quick energizer may help at this time.  

Ok, now that we’ve unpacked the terms of our program components: Inputs, Activities, Outputs, Outcomes, and Impacts, let’s related them to the terms Monitoring and Evaluation.  

Preconceived understandings of the words ‘monitoring and evaluation’ are present.  For this reason, it will help for participants to approach a renewed understanding of these important concepts from outside.  Also, for those unfamiliar with the terms M&E, beginning from a common experience will make these concepts more approachable. It also reiterates that M&E can be understood in everyday experiences.  

Thinking outside the world of M&E, and outside the world of our HIV/AIDS programs, what does one mean when using the word monitor?  What words come to mind?  

Monitoring provides regular feedback to compare what was planned to what actually happened by tracking: 

Costs

Personnel

implementation time 

organizational development 

economic and financial results

Find specific answers to the following questions from participants.  Relate back to the definition.  Keep example simple.  In monitoring this training event, we are measuring inputs (cost of venue, other costs, materials developed/ secured, personnel time, etc) and outputs (tracking of participants trained)

In monitoring, we are measure things closest to the specific activity at hand.  Back to our activity of M&E Training, what things am I measuring, what things am I monitoring?

Slide 13:

Here, you are bridging the relationship of M&E components with the concepts of monitoring and evaluation.   

These are examples of questions that monitoring can answer.

Reiteration of the purpose of M&E.

Monitoring and Evaluation helps us answer questions about our programs.  We can think about the things we want to know, and the questions that we want to answer in order to know how our program is doing. We can look at how to do it again, how to do it better, and whether or not it is accomplishing what we think it is or want it to. 

Here you are explaining the process of developing monitoring and evaluation in a program.  

Through the process of thinking about the questions prior to implementation, through designing our M&E system, our M&E plan, we are better able to measure the activity so that we have the data/ information necessary to answer these questions.  

Give the participants time to answer these questions for themselves.  This can help underscore the value of M&E.  

Look at these questions for example: Think about all the information necessary to answer the questions.  Are you able to answer these questions about your programs?

Slide 14:

Go over the definition on the slide, slowly.  If you feel it’s appropriate, ask for participation in reading this slide.  

The word evaluation has broad applications.  For the purpose of this training and for the purpose of designing and understanding M&E systems, we will specify some of the functions of Evaluation as used in our HIV/AIDS programs.  

Here are some definitions of Evaluation.  As you see, evaluation is often a bit more complicated than monitoring and requires different types of information and methodologies.  As we move forward, let’s try to see how evaluation differs from monitoring.  Try not to get too caught up on the definitions on this slide, but rather try to understand the role of evaluation vs. monitoring in your programs.    

Slide 15:

Again, these questions help explain why evaluation is valuable and its role in the participant’s programs.  

These are just examples of some of the questions evaluation can answer.  This is how we use evaluation in our programs, to answer some of these questions.  

Go over this next point a few times.  Keep in mind the words ‘often’ and ‘more closely associated’ – try not to use absolutes in defining or explaining many of these concepts as they can prohibit understanding.  

You can see that evaluation is often more closely associated with Outcomes and Impacts.  Whereas, in monitoring, we are measuring things closer to the actual activity, the inputs and outputs.

Slide 16:

Explaining how monitoring and evaluation differ, aids in understanding specific definitions.  You can have participants read from these slides and also have participants offer further differentiations, in their own words.  

To differentiate the two (monitoring and evaluation) use these brief definitions.  

Monitoring is routine, something done on a regular basis …

Slide 17:

Additional comparisons of M&E.  You can go through this slide briefly.  Allow for some discussion.  Ask if there are questions and check for understanding.  

Monitoring is routine. It tell us what we are doing by tracking inputs and outputs

Evaluation is an episodic assessment of achievement

Transition to next slide when comfortable.  

Slide 18:

Further review.  You will want to get a feel for the participant level of understanding.  You can advance quickly if the group is ‘getting it.”  Take some more time if further discussion is needed.  Being a Monitoring and Evaluation training, the importance of understanding these concepts thoroughly cannot be overstated.  You will likely have various levels of participant experience in the room.  Be certain those less experienced are given ample opportunity here to solidify their own understanding.  You will also want to facilitate balanced discussion/ participation among various experience levels and navigate explanations so as to provide enough information for less experienced and keep discussion moving forward for those who are more experienced.  You can openly state that as a facilitator you are undertaking this task.    Participants then feel empowered to help you navigate the training ship.  

Ok, do you feel like you have a gist of the definitions of monitoring and evaluation?  These are important definitions as we move forward.  And beyond the definitions of these words, do you have an idea of the purpose of monitoring and the purpose of evaluation?  What does monitoring do for you?  And what does evaluation do for you?  

Questions on these two key terms?  

Ok again, what’s an Input? Outcome? (careful now) Output? Impacts?  What’s evaluation?  Monitoring?  

Examples of M&E: What are you doing now that can be considered monitoring?  Evaluation?

Slide 19:

Here you are facilitating critical thinking in linking M&E components with the processes of monitoring and evaluation.  While these 7 terms can seem tedious, they will take the group further in understanding and applying M&E.  On this slide you are not defining each term.  Do note that general understanding of these terms can be gained through applying previous terms and combining.  

Monitoring and Evaluation, as we’ve noted, has various roles in our programs.  The terms on this slide are some of the different ‘types’ of monitoring and evaluation.  These different kinds of monitoring and evaluation can help us more specifically understand how we use monitoring and evaluation.  

We’re going to do an activity to help us understand these terms a little better.  

On the handout you’ll read about a program and different types of monitoring and evaluation activities.  Think about which of these types of M&E is being employed, as it relates to the program component.  First, let’s take a closer look at the definitions.

Slide 20:

Assessment and Planning is the first application of M&E in the program cycle.  It is also often overlooked as an M&E capacity building process.  Have participants provide examples of M&E Assessment and Planning and perhaps even examples of when M&E could have been employed, but was not.  

Even before an activity begins, we want to use information (M&E) to inform our planning process.  This is an important role of M&E.  

We want to use information about the context in which we work.  We also want to use information from our previous work, lessons learned from our past successes and challenges.  Learning from the way we do things is why we M&E, however, we want to use information in this process rather than using anecdotal examples.

Slide 21:

Explain as stated definition of Input / Output Monitoring.  Then ask for participant examples.  

In program management we will often be involved in monitoring our inputs and our activity outputs.  These are the budgets and often the numbers we are reporting to various funding sources.  

Process Evaluation, go over definition and ask for participant example. 

Also, we may at times want to know a bit more about the actual process.  A simple count (input / output monitoring) may not be enough to tell us how the activity implementation is going.  In this training, we will ask you to fill out a quick questionnaire at the end of each day.  This is information being collected about the process, the activity of training.  We want to know a few things about the process implementation (training) so that we can take corrective actions to improve implementation.

Slide 22:

Outcome monitoring, go over definition and ask for participant example. 

With National AIDS programs, outcome monitoring is typically conducted through population-based surveys to track whether or not desired outcomes have been reached.

In understanding these different terms, you can begin by thinking whether the activity is an example of evaluation or of monitoring.  And then you can think about which program component (input, output, outcome, impact) is being measured.  

Outcomes are related to the desired change a program hopes to achieve and in monitoring we are routinely tracking things.   Think about which questions are being answered: Did the expected results (outcomes) occur?

Slide 23:

Outcome Evaluation, go over definition and ask for participant example. 

Outcome monitoring and outcome evaluation are both measuring changes that have occurred.  Outcome evaluation examines some specific questions about the changes occurring.  Is the change that occurred attributable to your activity?  How much change occurred?  Did the intervention cause the outcomes that were expected?

Slide 24:

Impact Monitoring & Evaluation, go over definition and ask for participant examples.  Participants may not have examples from programs, but through discussion should be able to create an example.  

Impact results are similar to outcomes in that they measure change. The difference however is that impacts are looking at broader (population-level) and longer term results, and impact evaluation measures the causal link between interventions and results.  

Disease surveillance is a good example of Impact Monitoring.  The ongoing systematic collection and analysis of data as well as  the provision of information which leads to action being taken to prevent and control a disease, usually one of an infectious nature.  This is an ongoing measurement.  Whereas, Impact Evaluation would take a snapshot, one measure, and can determine if the incidence / prevalence has increased or decreased.

Slide 25:

These types of evaluation may be less familiar to participants.  Again, break down terminology by each word.  

Outcome and Impact evaluation.  We know that both are going to be episodic measures (as opposed to monitoring)

Outcome evaluation, however, will look at your project’s role in an observed change in behavior.

Slide 26:

Review by going over questions that different types of M&E can answer.  

No need to get caught up on each of these specific definitions.  But understanding that there are various types of M&E can strengthen our understanding of how we use M&E and what role it plays in our programs.  

Again, unpack each term word by word.  Is your activity monitoring or is it evaluation?  Then, what part (component) of your program (input, output, process, outcome, impact) is being examined.

Slide 27:

M&E Terminology Activity.  See also handout in Handout Document.  Participants work in groups of 3-6, depending on training size.  Go over directions clearly.  Then divide into groups.  Ask participant to read through case study aloud.  Allow about 10 minutes for groups to finish exercise.  Facilitate discussion of each activity example.  Answers are provided on activity handout.  Note, more than one answer can be correct.  Emphasis in activity should be on discussion, not only on correct answers.  

Read the program summary description and then each of the M&E activities being described.  Next, determine what kind of M&E activity is being used.  There may be more than one correct answer.  

May I have one volunteer to read through the example activity summary?  

Now, in your groups, read through the different ‘types of M&E’ activities and decide which type is occurring …
Slide 28:

Why M&E is Important 1 – 5.  Alternate between reading from slides and having participants reading from slides.  Keep the pace moving, but make sure each point comes across clearly.  Points made are straight-forward but important and provide a good summary of session topics.

This is so important: I want each of you to leave this week, being able to state, off the top of your head, with clarity and enthusiasm, why Monitoring and Evaluation is important.  After this week, when you go back to your places of work, you will be the new seeds of effective information use, the new vanguards of M&E.  Here’s why: In order for our programs to be successful, we need effective information use / M&E systems. For the systems to work, we need broad participation by everyone in our organization (in their own role) and other stakeholders as well. For this level of involvement, we need understanding of the importance of M&E.  We need to be able to answer, very clearly, “why are we doing this?”  You must understand this for yourself, so that you can help others to understand.  

M&E cannot be successful when carried out in a vacuum.   

M&E can demonstrate to planners and decision makers that program efforts have some true outcomes.   Gone are the days when we can simply state, “this program really works!” Evidence of how it is working, and why it works in this context, and so on, must be clear. We must have the information to support this statement!

Slide 29:

Therefore effective and efficient programs achieve predetermined targets and objectives with the least possible expenditure of resources.

Slide 30:

This is an often-overlooked role for M&E.  M&E is information use, and thus we use M&E to SHARE information with people outside of our programs.  Broad level involvement is critical for program success.

Slide 31:

It is tempting to characterize program success OR barriers based on our personal observations.   After all, if we are the person most involved in program implementation, we likely know best how it’s going, right?  While this is true, we also are likely to be influenced by our own weighted perceptions and biased observations.  (“It’s hardest to count the pickles from inside the jar”)   Each one of us has our own world of personal experiences that we bring to the table.  This is part of the value that we add to any program, but it also can cloud our perceptions.  
You can use M&E to look at a program objectively, or without individual preconceptions, biases, or experiences. By using program data to answer questions, we can support our own observations and communicate our understanding to others.

Objectivity is an important part of M&E
Slide 32:

To learn from all that we do!  This is why we M&E.  And this is not just something that we do once, or once in a while.  Rather, it is a WAY of doing things.  There is something to be learned from each experience.  Learning from these collective experiences need not be cumbersome and just a lot of extra work. With the right system in place, with the right data available, organizational learning can be our way of managing programs.

Slide 33:

What is M&E, why is it important, and what does it do?  Broadly these are fundamental points to take from this session.  

Here are some additional take-home points that we can use to spread our understanding of the value of M&E!

Others you want to add?  Questions?  Additional comments?

Slide 34:

Examining session main points in relation to the role M&E plays on a broader organizational level ties the session to the training’s direction and goal. 

And back to the big picture.  

M&E helps us maintain this duality of purpose.  There are so many details, so much information in each of our programs.  There are so many things to consider.  With M&E and a carefully laid out plan for M&E (information use) we can pay attention to the many details, while remaining steadfast to our larger goals and our vision!




Session 3: Developing Your Monitoring & Evaluation Plan
Time:   1 Hour

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

Objectives:

By the end of this module, participants will:
· State the function of an M&E Plan as it relates to project management.  Answer the question: Why do we need an M&E Plan?
· List common definitions of M&E Plans and various examples from experiences.

· Summarize the process of using a M&E Plan and list possible specific barriers to successful use.
Take Home Messages:

· A monitoring and evaluation Plan is your M&E roadmap that helps to communicate and engage program personnel in M&E activities.  

	Trainer Notes: 
	STEPS:

	M&E Plan
[image: image5.wmf]
Barriers to Implementation

[image: image6.wmf]

	PLANNING THE SESSION:  Before the session, the trainer should prepare a flip chart with the envisioned program/agenda for the day noting the tea breaks, lunch and finishing times.  The agenda should build in time for individual sessions taking longer than planned—essentially building in the ability to end on time if some sessions take slightly longer than planned due to discussions around the concepts and exercises.

Slide 1:

In this session, you are taking the information from the previous session and demonstrating how it will be practically applied through participant work on their M&E Plans.  

Slide 2:

Remind participants that these objectives are functional and will be used to gauge their progress and measure results.  Examine objectives at end of session to assess comprehension.

This session will provide a basic overview of the key elements of an M&E plan or system for HIV/AIDS

Slide 3:

Use this slide and this time to assess participant experience with developing and using an M&E Plan.  Some participants may be unsure - they may not be certain of what you are asking them.  Keep this simple; it’s meant to be a lengthy discussion.  

As a way of introducing this topic, I’d like to get a sense of your experience with these processes.  Raise your hand if you have been involved in the development of an M&E plan for an HIV/AIDS program.

Keep your hand raised if you started developing the M&E plan at the start of the program.

Keep your hand raised if an M&E plan document was published  (printed and available for staff)

If any hands remain, ask the participant how long it took from the start of the process to the publication of the document.

Please raise your hand again.  Keep your hand up if you believe that that M&E plan is being (or was) implemented.

Speaker announces the results:  “of the ## of people who have had experience writing M&E plans, ## or ##% think that the plan was implemented.

There may not be many M&E plans implemented. 

With our informal survey in mind, let us begin this module.

Slide 4:

Take some time here to develop a common understanding of what an M&E Plan is.  Since this type of document means many different things to many different people, we are again seeking to clarify and understanding the purpose, value, and role of this document rather than settling on one specific definition.  

Begin by asking participants to give their ideas of what they think a Monitoring & Evaluation Plan is?

Probing questions: 

Other names for this document?

What purpose does it serve?

Who uses this document? 

On flip chart, come up with a common (group) definition.  You do this by taking words and ideas from as many participants as possible.  From this, begin to steer what is written with your knowledge and the Plan definition on the next slide.  Then compare with working definition from slide.  

Let’s capture a common understanding of how we will define a M&E Plan.  

Important to note: 

An M&E plan is what you make it.  This is true for each plan, whether it be for one specific service delivery project or a plan that encompasses all the efforts of a multinational organization.  An M&E plan is most successful when it is adapted for use, by those who will be using it.  Thus, every M&E Plan must evolve to meet the unique needs of your project, program, or organization.

Slide 5:

Having a common understanding / definition of the M&E Plan reinforces what participants have already brought forth.  Having participants actively involved in defining terms, before laying out textual definitions achieves ‘buy-in’ and reduces resistance.  Employ this technique often.  

Here is a working definition of a monitoring and evaluation Plan.  Note, again, it’s more important to understand the purpose of this plan and how to use it, than to be able to recite one specific definition.  

Bridging towards next slide.

An M&E Plan helps us determine the flow of information.

Slide 6:

Since the concept of an information system can be somewhat fluid, we can use an M&E Plan to nail down some of the specifics, as mentioned on this slide.  

Here again we are defining an M&E Plan by describing its role, what it does.  In going over the five bullets you can think about what happens without the Plan.  For example, there is no structure to your M&E activities, purpose and scope are not understood, roles are not clear, and communication is not as strong.  

M&E Plan as a communication tool.  It is not enough to have a well-organized information system carefully laid out in a nice M&E Plan.  This plan, and how it is used, and how it can provide valuable information, must be communicated, and communicated well.  As we create or improve upon existing plans, think about all of the various users of this document.  We want a plan that functions well and is also easily understood!

Slide 7:

Your role here as facilitator is to make clear that taking time to plan for M&E is crucial to program success.  It is difficult to convince ‘overworked’ program personnel to take additional time to do planning or data collection.  But data use can improve program implementation and outcomes as well as be a support to those implementing programs—and ultimately make their jobs easier. This will need to be reiterated time and time again.  M&E capacity cannot be strengthened without this understanding.  Indeed it is a change in behavior.  

Prepare a planning document for monitoring and evaluation that will describe all the activities to be conducted, by each player at his/her level, to monitor and evaluate the program.  

M&E Buy-In: M&E helps us to more efficiently and effectively achieve our goals and objectives.  In order for M&E to be most successful (success can be defined as information used to make better decisions), all or at least most program or project stakeholders should be involved.  We need their Buy-In.  

Efficiency: how we’re doing it.  How well are you implementing programs? We need M&E, planned out (as in Plan) to determine this and to make decisions to improve efficiency.

Effectiveness: how well we’re doing it.  Are we reaching our target populations? Are we achieving results?  M&E plans help us to ask these questions during the planning stages, throughout implementation, and after completion.  We want to encourage cultures of systematic learning in our programs.  There is something to be learned from everything we do.  Having an M&E Plan in place helps us organize and ensure that this happens systematically.  

Data Management: Health programs, by nature, generate a large amount of data.  M&E planning helps us to determine not only what information we will need (for reporting, making program decisions, etc.) but also what information we do not need.  It is important to have data/ information management systems in place to help organize where the information is coming from and where it is going, who will use the information, and when it can be used.  

Data Quality: Without a plan to ensure quality data, you risk using information that is incorrect.  Planning to USE information is how we can make the most of data / information available.  Planning for USE is helpful to get the right information, to the right persons, in the right amount of time.  

An M&E Plan can function like a machine.  Its components are systematic; they work together, to help us manage information.  A well-thought-out plan should to continue to evolve always, but it also serves as consistent plan that lasts beyond specific personnel or projects.

Slide 8:

In this M&E training, we are teaching the development of a functioning M&E Plan.  Participants are to understand that, in turn, their role is to facilitate the continued development of this plan, through a group effort of engagement and consensus building.  Their role is NOT to develop the plan on their own and then disseminate.  M&E engagement begins in the development stage.  

M&E cannot exist successfully in a vacuum.  M&E must be well-integrated across all sectors of a project, program, or organization.  

Probing Question: Who is involved in your M&E efforts?  Why do you, for example, involve a home-based care provider in the designing / wording of a program indicator?  How do you involve him/her?  Involvement in M&E means many different things…  

Bring M&E out of the basement!  In the early days, we often saw M&E officers closely working with the computer technicians.  These people often had offices near the computer servers hidden away in some closet or in the basement.  M&E must be brought up from the basement, and enter every office!  Indeed, every person has some role in M&E.  There are no enemies in …M&E!

M&E can be seen as a supplemental activity as part of any activity in a program.  It must be carefully planned for, and then implemented.  And like any activity, it is helpful to monitor the implementation.  Note what is working well for us in our M&E plan, what we can do better, and what we have learned.

Slide 9:

Emphasize again to participants that this M&E Plan template serves as a practical example, a guideline, and is not the only way or the best way.  In fact, it must be developed by those using it in order to be functional.   There are also other types of organizational plans that participants may call attention to: Implementation Plan, Strategic Plan, etc.  There are natural overlaps of components in these various plans, and how an organization decides to use various plans is a decision that you can help facilitate, but must be made by the organization.  

What will be presented here is a suggested outline for an M&E plan.  Not every plan will conform to this outline.  Some will include other elements and some will omit elements; other plans will rearrange the order of the sections.  Here we explore the essential elements.

Help participants see that many of the components listed are things that they are already doing, things they already have plans for.  The M&E plan pulls these M&E pieces together; it connects them and sustains efforts.  Probe for specific examples of additional items that can be included in an M&E Plan.  

Probing Question: Are there components you have included in your M&E work that you do not see on this list?

In your M&E Workshop Files (Binders) you will see the handout “M&E Plan Template”.  This is a sample of what the outline of an M&E Plan can look like.  Use it to guide and inform your own M&E plan development process, but try to not let it limit your own document.  Again, how you and your organization lay out your information plan, is specific to you.  

We are going to look now more closely at the beginning portions of this M&E plan template, and then briefly go over the other components to give you a sense of where we are headed.  As you’ve seen in the workshop agenda, we will use this M&E plan as our roadmap to monitoring and evaluation.

Slide 10:

Where to begin in planning for program M&E?  This question is common among participants and many program personnel.  Take ample time to drive this point home as a common barrier to creating a well-thought out M&E plan is that it is not connected to and built upon a well-thought out program plan.  Some participants may be beyond this point as program implementation often goes forward before a program M&E system is created.  If that is the case, you do the best you can, with what you have, and begin where you are now.   

The best time to plant a tree is 20 years ago; the next best time is now.  

In an ideal world, successful M&E Plans are developed along with the development of proposed activities.  This is not always the case.  However, we do want to make sure that our M&E Plan works WITH the existing plan for activity implementation.  We must go back to the activity, program, or project origins and ask ourselves why are we doing this?  What is our Vision, what are our intended goals and objectives?  Our M&E efforts are vitally linked to this foundation.

Slide 11:

As you begin to go over the various sections of the M&E Work Plan, you will want to be sure participants are still paying attention to you, the facilitator, and not browsing ahead in the document.  

The introduction section of an M&E Work Plan provides the user with some background information about the program or project that is to be monitored and evaluated.  Who do you think are some of the users of this document?

The introduction section is fairly straightforward.  You will not need to spend a great deal of time on this section.  However, as a basis for understanding and communication, it is crucial.  It is also easy to create since often it involves copying and pasting information that already exists.  

Many M&E plans exist with little or no background / contextual information.  As a communication tool, it is important to link specific components of the Information System / M&E Plan to a broader understanding of what it is that we want to accomplish.  We must link M&E with the program design.  What are we measuring?  To understand this better, we do need to understand broader level program designs elements, such as our program’s goals and objectives, organizational Vision and/ or Mission Statement. We also need to understand the context where we are working. This includes demographical information, geographical factors, health issues, and program history - information that tells the document user a bit more and better explains information and information needs.  

Let’s take a closer look at some of these sections in the Introduction portion of the plan.

Slide 12:

Feel free to reward participants who are able to state their organization’s vision and/or mission statement.  This is important; it is where we begin this process.  Reinforce this point as the importance of vision and mission statements are often missed.  

Probing Question: What is your organization’s Vision and/or Mission Statement?  

A vision statement can be thought of as the ‘dream’ of what you would like to achieve.  It is the highest level of result, it is long term and far reaching.  

A mission statement is similar but operationalizes the ‘who we are, what we do, and why we’re doing it.’

Examples of Vision and Mission Statements:  

(you can also include context specific examples depending on training location)

Vision:

· “We envision a world where health is within reach for everyone” PATH

· “To preach the gospel of Jesus Christ and to meet human needs in His name without discrimination.” Salvation Army

· “Health Protection…Health Equity” CDC  

· “Every child deserves a lifetime” Elizabeth Glaser Pediatric AIDS Foundation

Mission Statements:

· “The mission of PSI is to measurably improve the health of poor and vulnerable people in the developing world, principally through social marketing of family planning and health products and services, and health communications. Social marketing engages private sector resources and uses private sector techniques to encourage healthy behavior and make markets work for the poor.”

· “Collaborating to create the expertise, information, and tools that people and communities need to protect their health – through health promotion, prevention of disease, injury and disability, and preparedness for new health threats.”  CDC

· The Elizabeth Glaser Pediatric AIDS Foundation seeks to prevent pediatric HIV infection and to eradicate pediatric AIDS through research, advocacy, and prevention and treatment programs.

· Noah’s (Nurturing Orphans of AIDS for Humanity) Mission is to empower communities with the knowledge, skills, strategies and self confidence to care for their own orphaned and vulnerable children. We do this by building Arks. 

Everything our organization does works towards this highest level ‘vision’.  This includes not only program implementation and operations, but also program administration.  Everyone in your organization should be familiar with your vision.  

Spend a few moments here to give time for some critical thinking, allowing for linking information from previous session.  Topics in this training will build from one to the next.  You facilitate this building and participants do the building.  A short discussion here can be beneficial.

Go back to thinking about our program components: Input, Output, Outcome, Impacts.  Which program components do goals most closely relate to?  

Answer: Outcomes

Objectives?  What about a Vision or Mission Statement?

Answer: Objectives relate to outputs, vision relates to impacts.  

Slide 13:

An entire session could be presented on developing and writing program goals and objectives, however, this is outside the scope of the training.  Many participants will come with this understanding and most will be familiar.  In this training we want to review, and clarify the link between aspects of program design (objectives and goals) and M&E components (Input, Output, Outcome, Impact).  This link is necessary when developing program M&E systems.  

Having goals are important.  Most of the programs you are working on probably have goals established - these are what we want our program to accomplish.  Give me a few of the goals you can think of for the projects you are currently working on?  Who can tell me the goal of this training??

Having written out goals in our HIV/AIDS programs is common.  Having well-written (as defined on this slide) goals is less common.  Here are some points to remember when writing or rewriting program goals.  

Goals that are not well written are difficult to measure.  And if our goals are difficult or impossible to measure, how will we know if we’ve actually accomplished them?

Go back to thinking about our program components: Input, Output, Outcome, Impacts.  Which component do goals most closely relate to?  

Great, goals link with our program outcomes.

Slide 14:

Objectives are statements of how we intend to accomplish our goals.  Objectives are also commonly written out in our HIV/AIDS programs and again, they are often written poorly.  Again, by being well written, we mean that they are written out in a way that can be measured.  M&E is all about measuring, measuring how much, how far along, how many, how much time… 

One simple way to make sure our objectives are well written is to remember to write them SMART.  Who can tell me what ‘SMART’ stands for?

‘SMART’ as explained on next slide.  

Slide 15:

This is a common acronym that can mean that participants tend to breeze through naming the words without critically thinking of how this applies to monitoring and evaluation.  

Some of you may have heard of this…  

Relevant is sometimes replaced with Realistic, meaning that it is actually able to be accomplished, within the context of your program.  

Have participants give you actual examples of objectives from their programs.  Participants should have brought this information with them.   One technique is to ask for several examples at first and then you can choose which one will best serve the purpose of how to improve the wording of objectives.  (Very Poorly written objectives make good first examples)

Read through these SMART points… Are your program objectives written SMARTly?  Take a few minutes.  Who can give me an example of an Objective that perhaps is not written SMART?  And now (everyone) give us some suggestions on how this can be rewritten, better?

Slide 16:

Each main component of the M&E work plan corresponds with a session or portion of a session from the training.  This slide is meant to lay out the first phase of participant M&E work plan development.  After you are done with the rest of the slides in this session, which summarize the remaining components of the M&E Plan, participants will begin work on their Plan by “Laying the Foundation”  as described here.  

Participants are to take one program or a specific activity that they are currently involved with and lay out this activity according to its main goal and listed objectives.  It is important to take time to make sure our programs/ activities have well-thought-out goals and objectives before we try to make decisions on how we will monitor and evaluate.  

Rewrite goals if necessary.  Look at the objectives written, are they SMART?

Often participants were not involved in the development of the programs along with the goals and objectives that they are now tasked with monitoring and evaluation.  Also, it is not necessary or appropriate for participants to rewrite or redesign programs.  Encourage them to begin with what they have and compromise between what is ideal and the reality of what is already in place and unchangeable at this time.  

It is not within the scope of this training to carefully examine and/ or rewrite how our programs are written out.  Rather, try to take one program area, one activity, or even just one program goal.  Practice laying out this portion of your program keeping in mind the previously mentioned suggestions for improvement.  

Revisit and reiterate the importance.  Participants of an M&E training may want to skip this and ‘get to the M&E.’

Q. Why is this important?  Anyone?  Why is it important to begin your M&E plan by examining your programs?

A. Yes, and we want to clearly understand how our programs function before we try to measure them.  

Remember, M&E is not something that we do once, but rather it is a process, a way of doing things that evolves (improves) over time.  

As with building anything, laying the foundation is your first step.  After this session you will be given time to work on your M&E Plan.  This is where you will begin.  Take some time to gather any necessary documents and begin to lay your foundation.  Often you will find that most of this information exists in one form or another and you can copy and paste from other documents!

Slide 17:

Remind participants that this slide and the rest of the slides are not meant to teach these topics (i.e.: Results Frameworks) but rather to give an overview of the sections of the M&E Plan template.  

An M&E Framework, also called a Results Framework is how we begin to apply the structure of our monitoring and evaluation to our program activities, to our goals and objectives.  

We will go into this and other frameworks in another session.  This is meant to demonstrate the link between programs, program design and monitoring and evaluation efforts.  

More emphasis should be placed on describing the process of transforming program design into measurable components rather than the framework itself.  

How does this type of framework relate specifically to your own program’s goals and objectives?  Again, this M&E Framework is not something that is invented for the sake of M&E. Rather we take our existing program design, as it is laid out, and place it into this framework so that our programs can be measured, so that we can monitor and evaluate, and so that we can better learn from what we are doing.  

Slide 18:

See that participant attention has not drifted forward towards other parts of the M&E Plan.  This section is straightforward.  Have participants follow along with you section by section in the M&E Plan.  

In the M&E Plan template handout, you will see the next section on program implementation.  You can decide if something similar to this template is helpful to you.  We’ve seen programs include this section as it’s helpful to guide various aspects of program implementation. During implementation there are many opportunities for information exchange and learning, so we’ve included this as a worksheet in the M&E Plan.

Slide 19:

This type of worksheet is common in program planning and implementation.  On this slide emphasize how planning documents are also valuable information gathering and monitoring and evaluation tools.  

Here are the information points on this worksheet.  It helps us organize the process of implementation and looks towards measuring aspects of implementation.  There are likely other columns you may add which are more pertinent for your programs and perhaps some columns listed here that you may not need.

Slide 20:

Even mentioning the word ‘indicator’ can increase anxiety levels in a room.  Again, here and in the following slides you are going over the structure of an M&E Plan and explaining the process of developing a successful M&E system.  Assure participants that there will be ample time to discuss indicators further along in the training.  

We will indeed be spending an entire session on indicators.  For now, we just want you to see how they will fit into the M&E Plan.

Slide 21:

Indicators play a vital role in the collection and use of program information.  There are many specifics regarding the collection of program information for each indicator.  For this reason, and in order to get the right information, we use indicator information sheets, also called indicator protocol sheets.  

We will take some time tomorrow, an entire session, to learn more about developing program indicators and completing an indicator information sheet.

Slide 22:

This evaluation template is not meant to be a complete guide to developing program evaluation.  It is meant to organize thought processes around program evaluation during the program development stage. 

Going back to our definitions of monitoring and evaluation:  

What is monitoring?   

What is evaluation?

Repetition of questions and answers on basic M&E terminology throughout the training helps participants remember terms and triggers understandings of applicability to other M&E concepts.  

You are facilitating the building of an M&E house.  We continue to build upon what has already been constructed.  However, before continuing with construction, you always check that what has already been built is solid.   
Good, you will see that many of the program management work that we do will be more closely related to Monitoring.  In fact, early on, in developing this M&E Plan, we realized that there wasn’t really much to help us in program evaluation.  Evaluation can be more difficult to carry out; however, it is still vital in understanding our programs.  

Evaluation is not something that is completed during the early stages of a program, however, it is best to plan for it in the early stages. It often requires additional planning and information gathering prior to and during program implementation.

Slide 23:

Here are some brief questions that can help us to begin thinking about program evaluation.  

This portion of the M&E Plan is not meant to completely describe your program evaluation.  Rather, it is meant to initiate thinking around and lead to concrete planning for evaluation activities.  

Begin by asking questions about your program: did it work? Was it successful? Did it lead to a change in behavior?  What will you want to know about your program after implementation?  The process of evaluation provides information to answer these questions. 

Slide 24:

These are a few examples of information use tools that participants can utilize to enhance their understanding of how to increase effective use of information.  Briefly describe tools.  

http://www.cpc.unc.edu/measure/training/materials/integrating-data-demand-use-into-course 
Information Use may come towards the end of the plan, but it is the most important component.  

Information Use is a thread that weaves through every aspect of a monitoring and evaluation system.  These are some of the tools that specifically enhance the use of program data/ information.  

Audience analysis enhances the use of information among identified stakeholder groups.  The results and the dissemination plan enhance the use of program results.  A reporting plan organizes the use of information for program reporting / accountability.  

Again, here you are emphasizing the importance of taking the time to plan for M&E – easy to say, hard to do.  

Program information is most effectively used when planned for prior to activity implementation.  These are just a few examples of how you can plan for information use.   

Slide 25:

Briefly introduce the data quality plan and the concept of data quality management.  

A good program monitoring and evaluation system informs program planning, program improvement, and accounts for program resources… but only if quality information is used.  

The data quality plan ensures that steps are in place to provide data without misguiding with misinformation.  There are specific criterions used to examine quality, to identify data quality issues, and to take corrective actions when needed.  A data quality plan manages this process.

Slide 26:

You need not spend much time specifically examining any of these tools.  They will be referred to during the corresponding session.  

As mentioned earlier, this M&E Plan template is an example, a guide to developing and/ or strengthening your M&E efforts.  This template includes essential components for a successful M&E system.  We’ve included some additional tools that are also useful.   Take a look at these additional tools as you move forward in developing / strengthening your M&E Plan.  Use them to come up with your own tool or modify any tool to suit your own purposes.  

Slide 27:

Here you are linking back to broader themes.  

A monitoring and evaluation Plan is the structure to your organization’s operational house.

A monitoring and evaluation Plan is a collaborative process that must be built upon a solid foundation.

Slide 28:

Resistance, even if only internal, can be present among participants after summarizing the M&E Plan.  It can be perceived as a lot of work that isn’t accomplishing anything specific.  Resistance (doubt, fear, negativity) addressed as it arises can more easily be overcome than if addressed later on.   Here you identify participant resistance while demonstrating how to address the resistance and barriers they may face as they work towards organizational engagement in planning for and developing M&E systems.  

As with any activity, thinking in advance of possible barriers you can face, will help to overcome them as they arise.  

These are some common barriers in implementing an M&E plan.  Staff may not be trained in certain M&E skills and more importantly may not understand the value of what they are doing.  The appropriate data collection tools may not be available.  Data also get stuck, held up in an office, in the field, or in a cyber vortex, interrupting the flow of information towards use.  There may not be a broad enough range of persons or stakeholder groups engaged in their role in the overall M&E system.  

Flip Chart: BARRIERS TO IMPLEMENTATION

Take some time here to capture many thoughts from participants on barriers they have faced or feel they may face in implementing M&E systems in their organization.  Allow them to ‘get it all out.’  Better to voice these fears now and work through them during the training week than to allow them to remain bottled up inside distracting from the learning process.  

What are some barriers that you have faced in your experience in monitoring and evaluation?  Let’s take stock of these barriers.  As we progress through the week begin to think of ways to address these barriers.  On the last day we will come up with some collective strategies in addressing these common M&E challenges.

Slide 29:

Barriers to Implementation (of M&E Plan):

List on flip chart.  Probe for additional ideas.  Can be helpful to ask for a volunteer to do the writing on the flip chart.  This increases participant involvement and allows you to focus more on facilitation.  

Slide 30:

Summarize main points and drive home the value of utilizing a monitoring and evaluation Plan.  

An M&E Plan is not a static document.  The world we live in, and thus the health programs we develop, are dynamic and constantly changing.  A monitoring and evaluation system must be as adaptable to change as our programs.  Further, an effective M&E system helps us navigate through constant change while achieving growth.  

Your M&E Plan thus must be revisited, revised, and adapted.  Input and involvement should come from many sources.  

Ultimately it is not change that we seek; change is constant.  What we need to know is how to grow, through the highs and through the lows.  Using information is how we learn to grow.  

Thank you, any questions?




Session 4: Developing Program and M&E Frameworks 

Time:   1.5 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

Objectives:

By the end of this module, participants will:
· Classify program activities into components to be monitored and evaluated.

· Summarize why and how M&E Frameworks are useful for understanding programs and planning M&E. 

· State the role of different frameworks in program design, program evaluation, and evaluation research.
	Trainer Notes: 
	STEPS:

	
Group Activity


	Slide 1:

Each time you move into the next session, begin by going over main topics and key points from the previous session.  Show how each session builds upon the previous.  

Briefly recap key learning points from previous segments:

The importance of monitoring and evaluation of program activities to:

Facilitate program improvements;

Modify elements that aren’t operating as intended, or achieving desired results; and

Document program successes and results.

What were also some of the key points from the previous session / previous sessions?

In this session, we will use what we’ve learned about M&E and program components to begin the process of understanding and diagramming our program activities. The goal is to make them more easily measured, more easily M&E’d.

Slide 2:

Outline the main topics of this session.  

During this module, we will review the components of an M&E plan and the placement of frameworks within that plan while introducing four types of frameworks.  Frameworks are probably not new to you; though the terminology that will be used in this course may be.  Other terms that are used to describe these types of frameworks will be mentioned. 

There will be an opportunity to study and develop examples of the different types of frameworks. Lastly, the relationship between frameworks and M&E planning will explored.

The last two hours of the day will be devoted to work on your M&E Plan development.  

Manage how you distribute these handouts.  Handing out material can create a distraction between participants and facilitator.   

A handout containing examples of frameworks has been given to each participant. You may find them helpful for understanding the content and purpose of the different types of frameworks that will be discussed, and may be useful for future reference. Please keep in mind that these frameworks are meant to be examples and are not to be interpreted as the only “correct” framework for a certain program.

Slide 3:

Remind participants of the role and purpose of activity objectives.  Go over session learning objectives.  You can also have a participant read objectives from slide, loudly and clearly.  

Learning objectives are our way of measuring results achieved through this work.  The objectives also clearly lay out for you, as participants, what your role is in this learning exchange.  Examine these objectives now, throughout the session, and towards the end.  As a facilitator I will do my best to provide for you the information needed, however, each of you is responsible for meeting objectives and letting me know when more explanation / processing / or examples are needed for understanding.
Four types of frameworks are introduced in this module: conceptual frameworks, strategic or results frameworks, logical frameworks and logic models.  The learning objectives of this Module on Frameworks include understanding the definition and purposes of these four basic types of frameworks in order to identify and differentiate between them. You will be expected to design frameworks for a specific intervention program and to use these frameworks for developing M&E plans.

Put participants at ease.  They may have come with a program or M&E framework that has a very different name and also looks quite different.  Reiterate that it’s the process of building an M&E system.  In this session, they only need to be concerned with building frameworks to organize their programs so that they can be measured.  

Different organizations tend to utilize certain frameworks over others. I am not here to convince you to use any particular type. The gist of this session, however, is the importance of designing a useful framework for a specific project in a specific context, not the titles or appearance of any particular framework.

Slide 4:

This slide can be revisited to show where a specific M&E topic fits among the other parts of an M&E system.  It’s also an example of a conceptual framework created for organizing and understanding a system.  

Here is the M&E system organization framework again.  This is a type of framework, designed for the purpose of illustrating a concept.  

Note where your M&E plan is situated.

Slide 5:

Examples of frameworks from outside M&E, from outside health, and from outside of the classroom, are a good way to introduce this topic.  

Here’s an example of a building framework.  In many ways, this framework is similar to a program and M&E framework.  

Slide 6:

You are engaging participants while explaining the value and purpose of using different types of frameworks.  Take some time to go over this; it is important.  

Frameworks are useful tools for understanding and analyzing a program, which are crucial steps in developing sound M&E plans and implementing program. Designing program frameworks is one way to develop a clearer understanding of the goals and objectives at the heart of a project. In this case the emphasis is on the objective or measurable objectives, both short-term and long-term. Developing M&E frameworks also helps clearly define the relationships among factors key to the implementation and success of a project. The factors can be either internal or related to interactions with the external environment or program context. In other words, developing frameworks helps generate a clearer picture of ideal goals and program objectives. It also clarifies the elements both within and external to project operations that will affect its success in that particular context. This design process deepens the understanding for managers, implementers, and other partners in many practical ways, including serving as the foundation for selecting appropriate and useful M&E indicators. 

The development of M&E frameworks guides discussion and aids in clarifying many of the concepts and assumptions of project activities. An M&E plan that does not identify appropriate and useful M&E indicators, opportunities for information use, and data systems is an M&E plan that will not contribute to good program management or to an intervention’s success.
Slide 7:

You are again reassuring participants that it is ‘okay’ if they are more familiar with different terminology for program and M&E frameworks.  If they come with frameworks from their places of work, likely they will look a bit different.  Explaining this addresses possible participant reluctance.  

There is no perfect framework.  Remember, the important part to understand is the process of building an M&E system and the role frameworks play in this process.  
A consensus building process is helpful in any planning stage.  Broader levels of input strengthen program design.  For this reason, it is also important to build consensus as you place a well-thought out program onto a framework.  Translating a program to framework is also a valuable exercise since it requires planning how activities will move from one step to the next, and how these steps will lead to a final desired result.  Onto this logical step by step framework, we can then apply measures in order to monitor and evaluate our program.  

Slide 8:

Take time to explain this slowly.  Check for comprehension and take a few questions as you introduce this framework.  Begin by asking participants if they are familiar with or have used a conceptual framework? You can tailor this description depending on participant experience level.  

Often by the time we arrive at program management, we have likely moved a few steps away from the conceptual framework, and the idea of how our program was conceptualized.  The conceptual framework demonstrates a health issue and its relationship to the immediate and distant environment around.  The conceptual framework also lays out how a program will work to address the health issue, while considering these factors in the surrounding environment.  This is our concept.  It’s our idea of how this program, designed to improve health outcomes, will function in the ‘real world’ environment.  

Conceptual frameworks are sometimes called “research” frameworks. A conceptual framework is a useful tool for identifying and illustrating a wide variety of factors and relationships that may affect the successful outcome of your program. These factors include: program plans and operations; its operating environment in terms of target or non-target populations, government or institutional policies, infrastructure, other characteristics of the socio-economic or political system; and intermediate changes or ultimate goals. Conceptual frameworks take a broad view of the project itself in order to clarify the relationship of its activities and goals to the context in which it operates. The design of the framework should show the interrelationships between all factors that are relevant to achieving the project’s goal.  

In other words, a conceptual framework identifies, illustrates, and diagrams all of the salient relationships among all of the factors affecting the operations or targets of a program. These can be systems, organizations, population characteristics, or other features of the operational landscape that may help or hinder the program’s success. 

Constructing a conceptual framework thus clarifies the complete context affecting the outcome of a program or intervention. It clarifies your assumptions about the causal relationships connecting significant features of the program context. It also highlights aspects that your planned intervention may affect as well as other factors that are beyond your control. Identifying the variables that factor into program performance, and organizing the explicit ways they interact with each other sets the stage for outlining the objective results you can reasonably expect from your program activities. Clarifying all of these issues is a critical step toward designing valid measures for analyzing, or evaluating, the success of those interventions.

Additional Background
Conceptual frameworks are used in the sciences to select key variables for analysis. Constructing this kind of analytical framework as the foundation within which your program will design, plan, and implement the Monitoring and Evaluation of program performance, allows real possibilities and limitations to become clearer to everyone involved.

Slide 9:

Summarize conceptual frameworks and emphasize the importance of taking time to go through this planning exercise

The conceptual framework is the ‘bigger picture’ framework.  We will want to consider the ideas, the proximate and distal (farther away) factors that affect our program and the health issue that it is designed to address.  Conceptual Frameworks show the causal steps taken to achieve the desire improved health outcome.  Upon this framework, this initial bigger picture understanding, the specifics of your program can then be laid out.  

Slide 10:

There are many different forms a conceptual framework can take.  

You may or may not have seen this type of framework. For the program you working on this framework may not even, for practical purposes, exist.  For the purpose of our training, we will work to keep this type of conceptual framework as simple as possible.   

Slide 11:

Relate previous description and definition of this model.  Take a few questions but steer away from discussions regarding program specifics.  

Here we can see an example of a conceptual framework.  

What are some factors that affect this program?

How does this program move forward step by step?

Slide 12:

This will be more comfortable and easier to understand for participants who are already familiar with conceptual frameworks.  However, other participants may feel a bit overwhelmed by the information.  Take their questions as you go, but keep the training moving at a good pace. 

Proximate Determinants are variable factors close to and inter-related with the health concern at hand.  We want to examine and strategize around how they also affect our program.  

Underlying determinants refer to some broader range influences such as socioeconomic / socio-cultural factors.  Is the population of concern below poverty level, or are they of a particular religion, etc. 

Regarding this health concern, what interventions have been used in the past / are being implemented now, that are working, or did not work?  

For HIV/AIDS programs, Biological Determinants often refer to mode of transmission, sexual practices, etc.  

Possible outcomes (changes in behavior) will lead to eventual changes in rates such as HIV incidence or mortality rates.  

Refer back to the previous conceptual framework.  

Slide 13:

This is some basic information about conceptual frameworks and the role they serve in program management and the development of program M&E systems.  

Do you have any questions about what we’ve covered so far on the conceptual framework?  We will ask you to include one in your M&E Plan.  However, consider it a thinking tool, a diagram to capture your thoughts and ideas about your program concept.  For the purpose of this training, we are more concerned that you go through the steps of identifying causal steps within a program context.  

Slide 14:

Demonstrate the linkage between the conceptual framework and results or strategic framework.  There are several different ways to refer to this step in the process.  

Strategic frameworks are a useful tool for identifying and illustrating the focal point of a project for monitoring and evaluation: the results. A strategic or results framework diagrams the relationships between the incremental results of the key activities all the way up to the overall objective or goal of the intervention. 

Developing a framework focused on program results clarifies the points at which results can be monitored and evaluated. In addition, results frameworks clearly depict the causal relationships that the project design assumes will connect. For instance, the clinical training of providers with the provision of a higher quality of care, at facilities where (more) trained providers work ultimately leads to an improvement in health status or health outcomes for the targeted population. The effectiveness of the project’s related activities can be measured at each step along the way. 

 “Strategic” frameworks lay out the strategy being implemented by the program, in terms of the causal paths leading from short-term or lower level results to the achievement of upper-level or long-term goals. They are also referred to as results frameworks for obvious reasons. The terminology is less important; the key issue to emphasize here is that these frameworks combine the investigation of causal relationships, developed in the Conceptual Framework, with the program-specific, activities-oriented approach of the Logical Framework. Combining the two is most helpful for developing a comprehensive Monitoring and Evaluation plan.

Slide 15:

Results Framework Diagram Example

Slide 16:

Here you are confirming again that the understanding you’ve built in the last session is still sturdy enough to build on.  You are also bridging together and connecting M&E topics.  

Ok, to review quickly.  You begin with your programs, your program’s goals and objectives.  

Fundamental to the design of this type of program and its accompanying framework, whether it is a results framework or a logical framework or a logic model, is clearly identifying the program’s goals and objectives.  

A goal is a broad statement of the desired, long-term outcome of the program.  Whereas, the objectives are the statements of desired, specific, realistic, and measurable program results. 

The acronym “SMART” is useful to remember when developing objectives. (Review SMART as explained on the slide)

As you show how the results framework continues from the conceptual framework, you also explain how the purpose served is different.  

As both a planning and program management tool, your results framework… frames your results.  Meaning, it’s a diagram of the strategy of how your program will work, why it will work, and how it will achieve immediate, and longer term results.  

Slide 17:

Explain how one of the functions of a results framework is as a management tool.  

A results framework is also a great communication and management tool.  

It clarifies the expectations of donors and other stakeholders, it helps you decide what information is needed to manage the program, and it makes sense of, or puts into context, the data / information generated from program implementation.  

Slide 18:

Transition onto next framework concept by reviewing the previous frameworks.  Rebuild through re-summarizing information up to this point.  

Logical frameworks are similar to results frameworks in that they are program management tools that manage by results.  Some donor agencies and organizations promote the use of results frameworks, others more often use logical frameworks.  

Logical frameworks logically summarize what the project intends to do and how it intends to do it. They also highlight the key assumptions made, as outputs and outcomes that will be monitored and evaluated.   A Log frame Matrix is a standardized table that summarizes the important aspects of a project.

Slide 19:
Here you are further defining and explaining the purpose of creating and utilizing a logical framework.  You can often go back to explaining the ‘why are we doing this?’  This may not be often asked but participants may still be questioning this.  

Logical frameworks are diagrams that identify and illustrate the linear relationships flowing from program inputs, through processes, outputs, and leading to outcomes. Inputs, or the program’s resources, provide the fuel for Processes, or the program’s activities. These processes produce immediate or direct Outputs or Effects; in other words, the program’s activities yield some intermediate results. These Outputs lead to long-term or broader, overall results, or the program’s Outcomes.

A logical framework is a useful tool for identifying and illustrating operational factors important to achieving a successful ultimate outcome. It can help identify linkages and key processes, highlighting the relationship between resource allocation and success, as well as where problems may lie if goals are not being achieved. Logical frameworks provide a streamlined perspective on the most critical processes contributing directly to program outputs and outcomes, and clarify the linear relationships between program decisions, activities, and products. 

Additional Background
“Log frames” are used in many organizations, and participants may have specific notions about the labels that should be affixed at each level (e.g. outputs versus effects). It is unlikely to be a productive use of time to debate these semantics from the various organizational perspectives. The point here is to explain and illustrate the general idea and usefulness of logical frameworks so that participants see that they can help clarify the linear flow connecting resources, allocation decisions, and program effectiveness.

Slide 20:

This slide is meant to simply illustrate the logical framework.  Use several activity examples here and walk the group through the log frame process from Inputs to Impacts.  

Here’s a simple illustration of one way to diagram a Logical Framework.  

In a most straightforward way, a logical framework, allows you to organize resources (inputs) needed for your activity, the immediate results (outputs), the desired change you hope to affect (outcome) and the longest term population-level change (impact).  

Slide 21:

The example on this slide can be valuable for group processing.   If discussion arises, facilitate towards understanding the process of placing a program activity onto this framework.  

This logic model presents a straightforward view of a project designed to reduce population morbidity due to untrained or unskilled health care providers. As you can see, it does not try to account for all of the factors that may be influencing operation and results, like a conceptual model, but instead focuses on the project’s activities and impacts. This narrow focus assists program managers and M&E planners as they clarify the direct relationships among elements of particular interest within a particular program effort.  

Also, unlike the LogFrame Matrix, no activities are listed here. Sometimes these models do include assumptions between inputs and processes, processes and outputs, outputs and outcomes, and outcomes and impact.

Additional Background
Logic models can usefully diagram the flow of program operations, while keeping the ultimate goals in view. Process indicators are sometimes useful for monitoring, but provide the most insight if used in the context of an evaluation -- to pinpoint glitches or breakdowns within the project, for instance, if objectives are not being fully met. 
Slide 22:

This logic model shows how it relates to the results framework for the same program. Each activity related to a results framework could have its own logic model. 

In this example, the input is the human and financial resources needed to design and print an educational brochure about tuberculosis. The process, or program activities, related to this will be the distribution of the brochure and educating physicians about the brochure so they can promote it among their clients. The anticipated output being that the brochure is distributed to clients of the facilities. The outcome is where the model relates to the results framework. The aim of these activities is to increase customer knowledge of TB transmission and treatment, the Sub-Intermediate Result, which will lead to an increased demand for quality TB services, the Intermediate Result. The desired public health impact of the program is that TB infection, morbidity and mortality will be decreased as a result.

Slide 23:

Recapping the discussion of frameworks and how they are used.  

Now that we have discussed different types of frameworks, let’s turn back to the purpose of designing frameworks for M&E. One main purpose is clarification. Frameworks provide clarification of the program’s assumptions, goals, and the known or expected relationships among program and environmental factors that may affect the effectiveness of the activities or the outcome of the intervention. Another important purpose of M&E framework design is to define clear levels of results that should occur as the intervention unfolds. These should be realistic and objective impacts that can be measured and assessed.

M&E frameworks rest on the assumptions and objectives of the program within its operating environment. Drawing on those expectations, the M&E framework provides a schematic design showing how various relevant factors, results, and overall outcomes are linked.

Additional Background
Participants should be clear on two points: that the process of framework design is both useful in itself, to clarify project and partner understandings of the key assumptions and other necessary elements for a successful intervention, and that it is essential for developing an appropriate and useful M&E plan. Without developing a consensus on the foundations and context of the program and its success, monitoring and evaluation cannot be managed in a coherent or comprehensive way. As a result, it will not contribute to effective management and the achievement of that success.

Slide 24:

In sum, we have covered a number of ways in which the development of certain types of frameworks can be useful for generating a better understanding of the ways elements of the program interact with each other, their context, and the project environment. This understanding can greatly improve the development of an appropriate and useful Monitoring and Evaluation plan. 

Designing an M&E Framework clarifies which program elements to measure, assists in the identification of appropriate indicators and data for measuring them, and highlights the appropriate methodology to be used in monitoring and evaluating program success. The themes of indicators, data, and methods will be central to the topics introduced and discussed further in Module 3. 

Additional Background
The main theme of this Module has been the usefulness of Frameworks for developing a clear and useful understanding of the expectations embedded in project design. By using frameworks to draw out the elements critical to program success, we can identify the points where some monitoring and/or evaluation will be crucial in order to measure and understand where activities mayor may not be as effective as managers had hoped. The next Module shifts the focus from the significance of this broader understanding and analysis to the significance of the more mundane details of M&E -- indicator specifications and definitions, the details and data of their operationalization through metrics, and some of the caveats important for appropriate use of data, or methods. 

Slide 25:

Conclude the session and show how this process will lead to indicator selection.

At stage 1; we develop a conceptual framework or we use one if it exists to understand the current situation 

At stage 2 we plan for the program – what do you want to address? Look at the problem and decide to create either a results framework or logical framework or a logic model. The whole process involves being able to understand the structure of the process of what we are doing about the program. It therefore enables us to identify key indicators for measuring the program success

Slide 26:

Summarize 3 frameworks and take questions.

We have covered three types of frameworks.  These three frameworks are used to inform programming and for monitoring and evaluation of the program that is implemented.  The conceptual framework puts the health problem in to context and either a results or logical framework is used to understand the interrelationships between factors relevant the program. USAID funded programs tend to use results frameworks but many others, such as DFID and UN programs, use logical frameworks. Programs should use the type of framework that best suits them.  Logic models help to show the logical connections between the inputs, processes and outputs of an activity and its link to the program’s objectives (outcomes) and goals (impact). 

Slide 27:

Framework Building Exercise:

(see handout document)

- Split into small groups

- Read through case study

- Place program components into appropriate column

- Share & discuss!


Slide 28:

RESOURCES

Here is a list of resources you can take a look at to get further information on this topic.  
Slide 29:

Thank you.  Any additional questions? 


Session 5: Measuring for Success: Developing Program Indicators

Time: 2 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

Objectives:

By the end of this module, participants will:
· State definition of program indicators
· Develop program indicators
· Complete an Indicator Information Sheet
	Trainer Notes: 
	STEPS:

	
Group Activity

10 – 15 Minutes


Group Activity


Group Activity


	Day Two Opening Activity:

The purpose of this activity to review key monitoring and evaluation terms and definitions and to energize participants.  

Instructions:

Facilitator holds the name of an M&E term above the head of a participant.  Participant cannot see the term, but the rest of the room can.  They will try to get the participant to guess the term that the facilitator is holding above their head without saying the actual term.  Repeat for each participant.  Use key terms and definitions from day one.  Print one, large font, per page.  Throw in a few non-M&E terms for fun.  

Each time you move into the next session, begin by go over main topics and key points from the previous session.  Show how each session builds upon the previous.  

Slide 1:

The role and value of indicators is often misunderstood an in organization’s M&E system.  Often indicators are viewed only as the information you collect to report to the donor.  This is a limited view.  M&E systems are designed to inform program planning and to strengthen how program activities are implemented.  Indicators inform.  They provide the information that can benefit programs in many ways.  Reporting is just one role for indicators.   For participants, this will likely be a change in the way they think about indicators.  You may have to undo preconceived notions before broadening their understanding.  

Briefly recap key learning points from previous segments, and relate to the importance of monitoring and evaluation of program activities to:

Facilitate program improvements;

Modify elements that aren’t operating as intended, or achieving desired results; and

Document program successes and results.

Indicators are how we obtain the information to improve programs, inform program planning and management, and report successes and results.

Slide 2:

Read session objectives

Slide 3:

Summarize the flow of the indicator session.  Inform participants that there will be time to discuss program reporting requirements (donor indicators) in this session.  This can help to quell immediate concerns and anxiety about indicators.   

Understanding ‘Frameworks’ and how we can diagram our program activities helps us understand how to measure results and what to measure.  Once this process is complete, you will then need to decide how you will get the information for what you want to measure.  This is where “Indicators” come in.  

In this session, we will gain an understanding of what an indicator is and how to develop and/or select them for your program.  We will then practically apply this information as you examine indicators that you may already have from your funding organization.  

During the M&E Plan development period after this session, you can divide participants up by program area they are working in (treatment, care, supporting, C&T). Have these program groups talk about their indicators and the questions they have about them.   (This may not be suitable for all training groups.) 

Depending on training group:

[Also, we will give you and opportunity to discuss program indicators in groups by program area]

Group Activity (occurs after session)

Participants are divides into groups of similar HIV/AIDS service areas, i.e.: OVC, treatment, prevention.  These groups brainstorm on all indicators for their program area and follow the steps to selecting indicators as described in this session.  

Slide 4:

Begin by asking participants what they think an indicator is?    Keep to this simple definition (on slide) and then unpack the specifics as necessary.  

An indicator is a variable that measures one aspect of a program or a project. Let’s consider each element of this definition.  Indicators are generally used to show that a program activity has caused a change or a difference at the level of the object measured. Thus, we can reasonably expect that the indicator of this change will also vary. The value of the indicator varies between a given, reference level, measured at the start of the intervention, and another value measured after the intervention has had time to produce its impact, when the indicator is again measured. 

An indicator is a measure, not a result.  

Second, an indicator is a measurement. It measures the value of the change in units that are significant for the management of the program and comparable to past and future units and values. In other words, the calculation of an indicator establishes the value of the objective at a given moment using the measurement of an interest factor related to the goals of the programs. Even if the factor is, in and of itself, subjective (the attitudes of a target population, for example), the measurement of the indicator calculates the value objectively at a given moment. 

Third, an indicator is focused on a single aspect of a program or project. This can be an input, an output, or a general objective, but the corresponding indicator will be narrowly defined in order to measure the aspect in question as precisely as possible.

For any given project or program in its specific context, with detailed goals and objectives, a complete and appropriate set of indicators must include at least one indicator per significant element of the intervention. 

This module is focuses on the indicators of results. Several indicators per result identified within a strategic framework are generally appropriate, but it is just as important not to overload the M&E plan to the point of being overly complex with a set of indicators too cumbersome to be useful for feedback and management improvement. 

Slide 5:

What does it mean to say that indicators are variable?  

Rephrase given definition.  Words that may seem obvious are also often understood differently.  Variables vary 

What is an example of a variable?

Change in knowledge of participants from Time A to Time B.  Versus, increase in participant’s knowledge.  

Slide 6:

Continue to lay out a broader definition of indicators as well as their role for in program planning.  

Indicators measure resources, results, or change.  A good indicator will be just that: measurable.  This may sound simple.  However, a common barrier to obtaining program data is that the measurement of a particular indicator is complex.   

Slide 7:

There is a balance between measuring the right amount of information and measuring too much and overburdening your M&E system.  Here there is not clear cut ‘right’ or ‘wrong’ rather participants must learn to understand this for their own situation.  

We’ve learned how to categorize our programs into different measurable components: Input, Output, Outcome, and Impact.  This helps us understand the logical and practical steps of our program, and also helps us to understand what, specifically, we are measuring.  Each indicator pertains to a particular program component.  

The ‘right’ amount of indicators per program component is important.  You will strive to balance gaining enough data to provide necessary / required information while not overloading your M&E system by requiring too much data/ too many measurements.  This makes M&E cumbersome, burdensome, and expensive.  

Slide 8:

Continue to unpack definitions and understandings of Indicators.  You can take questions here as there can be resistance in this broader understanding and use of program indicators.  Steer back towards the role of indicators in providing valuable information for program planning.  Getting this information so that it can be used must be carefully planned for – this is why we spend time discussing the specifics of indicators.  

In attempting to understand the overall implementation (success or barriers) of our programs, we will want to measure different aspects.  In a VCT (voluntary counseling and testing) program, there are several different aspects that may be important to measure: testing protocol development, client access to services, personnel training, etc.)

Indicators are not results.  They are the measurement of achievement of (or lack of achievement) of results.  For this reason, we are looking for the best measurement tool or measures that get us as close to the actual result as possible.   For example, if we are measuring change in client knowledge, we are not actually measuring knowledge - this is not a concrete thing (this person had 4 knowledges and now she has 7!).  So we are coming up with a way to measure this as closely as possible, as best we can.  

Slide 9:

Transition and reiterate from previous slide.  You may choose to move to this slide during previous discussion.  Helping participants gain a clear understanding of the purpose of program indicators, in a way that allows them to transfer their understanding back to whole organizations, is critical to data collection, data quality, information use, program management, reporting, and indeed a functional M&E system as a whole.  

So why is this important? Why does this matter to us anyway?  So we can get our reports in on time?  Yes, that’s true, but more importantly:

Indicators are where data are borne into our M&E system.  Thus, they are crucial in information management.  They help us enumerate what we do and put this in measurable terms.  Once this information is placed back into the context of your programs, it can then be used to inform program decision-making and to check progress made.  

Slide 10:

There are different types of indicators.  Let’s go over these definitions quickly. 

Ask participants to give their own input on each of these words.  Then supplement with further information (below).  

Number: This is a straight count. How many. This is most commonly used as an output level indicator.  Examples: the number of condoms distributed in a month or the number of women who received ARV prophylaxis in a specified time period.
Ratio: A ratio compares two or more cohorts. X vs. Y. Examples: Education levels of boys vs. girls, or the HIV incidence in the 12-15 age category vs. the 16-21 age category. 

Percentage: A percentage compares two numbers. The numerator is looking at a subset of the total and comparing a change.  X compared to Y or X/Y. A percent is one step of analysis beyond collecting straight numbers; therefore it is usually used at the outcome or impact level. Examples: The percentage of clients who returned for post-test counseling out of the total number that were tested.  
Average: This is obtained by adding the sum of the data set and dividing by the number of data in the set.  An average is trying to pull out what is the most common number found in the data set. An average is usually used as a measure of outcome or impact.  Examples: The average CD4 counts of all ARV patients at a site within a month or the average condom distribution by a program over a year.

Rate: This indicator involves three pieces of data. Because it is a secondary analysis, a rate is most commonly used at the outcome or impact level, especially if one element is time. Outcome and impact level indicators are long-term or over time.  Examples: The number of new infections among an uninfected population over a one year time period (incidence rate).

Index: An index is a composite of indicators, which can be assigned values, totaled and then compared.  This allows items which are not necessarily similar to be compared and is used to measure outcomes or impact level results.

Example 1: The UNDP Development Index. This index assigns ranks to countries' education, health, economic and other social systems.  The individual ranks are added together to get one sum. The sum is then compared from one country to another, and may indicate, for instance, how Cuba ranks in comparison to the United States. 

Example 2: is the orphans and vulnerable children (OVC) index. As a child enters a program, s/he is assigned a rank from 1 to 5 in four categories: nutritional status, education, psychosocial and health. Then, after six months of enrollment in the program, the numbers of each category are re-assessed and added together again. One can now compare the sum after six months to the initial sum to judge progress on the scale from 0 to 20 (maximum score).
Slide 11:

This phrase can be placed on the wall before the session.  

Anything can be measured.  But, not everything you can count, matters.  And not everything that matters can be counted.  

To clarify, here are some things that indicators are not:

Indicators are often phrased incorrectly.   We see them rewritten directly from the goals and objectives.  But indicators must be worded in a way that is neutral - not increase or decrease.  Indicators measure if there has been an increase or a decrease.  

Slide 12:

Using words and technical measures to capture the ‘real’ world will have certain limitations, which can be accounted for.  

Indicators capture as best we can, what we want to measure.  Measurements, to some degree, are limited in what they can capture.  This is ok, but we must account for it.  

Again, data / information overload is not a good thing.  Go back to USE.  We want to measure information that we can use.   If we do not USE data/ information we are collecting, then why take the time and resources, to collect?  

Reconnect the vital link between developing meaningful program indicators and information use.  “Without use, data dies an unfulfilled life”

Information from indicators is not an end, but rather a beginning to painting a larger picture of understanding.  We put this information into context, aggregate it, and triangulate it with our data sources.   

Slide 13:

Indicators have been defined and refined.  Purpose and value have been discussed and understood.  Now, back to our program and the frameworks we have designed to understand measurement.   You are beginning here to link indicators with the program being measured.  Note that indicators are not the first step in developing an M&E system, but rather, it comes near the end.  

We can find ways to measure each component of our programs.  Indicators are designed specifically for the part of the program you are measuring.  They measure different types of information and they measure the information differently.  

Slide 14:

Spend some time using this diagram for discussion.  It presents a nice connection among data from indicators, information use, and program planning and management.  Have participants link to this training activity or have them relate to their own program activities.  

This diagram demonstrates for us where these different indicator measures are /or can be used in a program cycle.  

Notice the arrows flowing back to planning.  Information we gain from Input/ Output Monitoring and from Outcome and Impact Monitoring and Evaluation should be information out for the planning process of the next cycle.  Information flow enhances institutional learning - there are lessons to be learned from all that we do.  

This is another definition of M&E: Systematically learning from all that we do (so that we can do it better!)

Slide 15:

This is laid out as a 4-step process.  As you move through this series of slides build from one step to the next.  Review prior steps before and while moving forward.  

Participants may have arrived with an understanding that indicators only come from the donor institution.  At this point, they should understand otherwise.  Choosing the ‘right’ set of indicators can be a challenge.  Note to participants, that this process of indicator selection normally takes a few attempts. Selecting the ‘right’ indicators is a process of refinement, one that must be revisited and re-evaluated.    

So, how do you choose the right indicator?  Much of the time, we are given a set of indicators by the program donor.  They want specific information to account for funding.  These indicators are typically limited to measures of inputs and outputs.  This is not enough information to manage programs or, to understand our program and how to make improvements.  

To select appropriate indicators, you can begin by going back to your program design.  Go through the steps as outlined in the training thus far.  The project itself and the steps undertaken in its program cycle, must be well-understood, and lay out clearly in a diagram - such as your Logical Framework.  Developing well-written (as defined earlier in this training) goals and objectives is necessary for clear results statements.  From this solid foundation, you can begin to understand what information you will want to use to inform program management and planning, and to develop and choose appropriate program indicators.  

Slide 16:

Remind participants that with the understanding gained in this session, they will work through these four steps following this session in the corresponding M&E Plan development time.  

Once at this point, develop a list of all possible indicators you could use.  Do not limit yourself at this point - it’s a brain storming exercise meant to generate as many measurement ideas as possible.  Think of internal sources of information measurements, and also look elsewhere for examples of how other programs have been measured.  Try not to reinvent the wheel.  There are also entire publications on suggested indicators.   Ask around; your best resource is sitting right here in the room with you!

Slide 17:

These criteria guide the process of refinement.  You begin with many possible indicators, and sift through and eliminate ones that do not meet the criterion.  

Now that you have a list of many different possible measurements for a result, you can begin to narrow down your list according to the criterion on this slide:

Is it actually measurable, practical, reliable, relevant, and USEFUL?  

Slide 18:

You will also want to consider if an indicator is direct. That is to say, does it closely enough capture what you are intending to measure?  This is especially relevant in outcome level indicators.  Why is this?  

We also want our indicators to be time sensitive.  An indicator must capture the data in a way that provides information while it is still relevant to the implemented program.  Also, ahead of time, you will want to decide if it will be valuable to disaggregate the information in any way.  Do we want to know, for example, the number of females versus males that have accessed our service?  If yes, then we want to plan for this and choose an indicator that is capable of presenting data in this manner.  

Slide 19:

Technically speaking, outcome level indicators often do not meet one or more of the previously mentioned criteria.  Since outcomes indicators are measuring a change (abstract) we cannot measure them directly.  A proxy measure is employed.  Explain this to participants briefly now, as it will come up again during development exercises.  

A proxy indicator is an indirect measure to obtain data that is indicative of the desired result.  For example, in a condom distribution activity, it is not feasible to obtain information specifically on condom use, so the number of condoms distributed is utilized as a proxy measure.  

For a VCT activity, a project could count the number of individuals post-test counseled for a measure of the number counseled and tested.  Although the testing wasn’t performed on-site, if a patient is being post-counseled, it can be assumed the testing was done.  

For any proxy measure, it will be important to reiterate the measurement, its possible limitations, and then account for the limitations as this data moves through your M&E system: from collection, to aggregation, and to use.  

Slide 20:
Now that you have some technical criteria for selecting program indicators, you will want to consider some broader issues.  Balance program information needs with cost.  There is a cost associated with each piece of data you collect.  If you find you have a lengthy list of indicators for one result, you will likely want to limit this list to just 1 or 2 or maybe 3 indicators per result.  

When examining your list of indicators, you will also want to consider choosing indicators from existing information points.  That is, information that you/ your program is already collecting.  Then, there is already a process for collection in place and likely a budget allocation for collection.  There will likely be a set of indicators from your donor you are mandated to collect.  Since you have to collect this data, try to incorporate these indicators for additional uses.  

And always tie back to USE.  Is this information useful?  How will it be used?  

Reiterate to participants that this may be a four-step process, but this process has no definite end.   Gaining the right information is a continuous process.  Note that they will want to examine program indictors on a regular basis.  
Slide 21:

Have participants take some time to write out the indicators on this diagram, individually.  You will want to monitor this carefully and take this time to assist on an individual basis.  

Here is a VCT for ANC activity.  Listed are the component results for this activity.  

For each component, what is an example of an appropriate indicator?  Each of you write one indicator down for each result.  Take a just a few minutes and we’ll discuss this together.  

Once finished, take answers (proposed indicators) from participant group.  Focus less on right and wrong indicators but steer discussion towards main concepts of indicators and the indicator selection process.  

Slide 22:

This diagram is meant to demonstrate overall concepts of how indicators fit into program frameworks.  Steer conversations away from the specific program design example (VCT).  

Here is another example. This is a training activity for a VCT program.  

You will notice that input and output level indicators are quite straightforward.  They should be since they are straight counts or numbers.  

It is once we are measuring change, that it becomes a bit more complicated.  Any time you are measuring a change, you are looking at two measurements put together: a numerator and a denominator.  In this example for the outcome indicator, we have “percentage of population receiving quality VCT services”.  A percentage is made up of two numbers: the number of people (in program catchment area) receiving quality VCT services over the total number of people in the catchment area.    You would then also want to compare this measurement before and some time after program implementation.  

Again, throughout each session, you will want to find ways to tie back from where we’ve been and where we are going in this training.  

In the session on Data Quality we will talk about the importance of indicator definitions, and how, for example in this indicator, you would be specific in defining who you are measuring (total population in area, target population, population receiving any services versus having received ‘quality’ services.  

Slide 23:

Briefly explain this slide.  Then ask participants where they get their input and output data from?  

So where does the data come from?  

For your inputs and outputs, you likely will not have to look very far.  Your program reports may contain the numbers you are looking for, such as number of people trained or how much a particular activity cost.  

Where do you get your input and output data from?

In this training for example, input data are gathered from expense reports (listing cost of training venue, etc.).  Output data are obtained from the training report which contains the attendance log.  The log is the source of the data.  

Slide 24:

Data sources for outcomes and impacts will vary from location to location.   Prior to the training event, you will want to identify some sources applicable to the geographical location of the training event.  

These are some examples of external data sources for outcome and impact level indicators.  You will want to discuss among your colleagues as to what types of surveys are available to you, in your area, for your type of program.  

You can also design your own outcome measurement tools when appropriate.  An example of this is a pre and post test knowledge survey, as often used in trainings.  Note that the post test surveys, such as in this example (and in this training) are limited since ideally you would want to measure a change in knowledge sometime (1, 2, 3 months?) after the training activity.  This is a proxy measure, and you would account for this limitation when using this information.  

Slide 25:

You may want to consider taking a moment to ease into the next section on indicator protocol worksheets.  Those who have had to complete them in the past may view them as a time-consuming nuisance.  You can ask if anyone is familiar with them, what their experience was/is, and what is the purpose of this worksheet?  

Indicator protocol, or indicator information sheets (there are various other names), are your instruction guide for each indicator in your program.   This instruction sheet helps communicate across your M&E system specific information about this piece of data: how it is collected, what is the precise definition.  Any word in an indicator definition that can be understood differently must be explained precisely.  

To address resistance and to reiterate value of this worksheet you can also ask participants what will happen without it.  Bad data is collected, data is collected differently or not in time, the wrong data is collected which leads to using information that misinforms programs, data do not show accurate results, or data do not show us how the activity is really going. All of this leads to unclear understandings of program success.  

Why do we use these indicator information sheets? What do you think would happen without?

Completing this worksheet for each indicator will take some time, but it will save time, and money, down the road by decreasing data quality issues and enhancing institutional memory.  

Slide 26:

Go over each portion of the indicator information sheet, over the next few slides.  Note that explanations are provided in the worksheet example in the M&E Plan template.  Take questions at the end of each slide.  

Take a look at the indicator information sheet in your M&E Plan template.  In the template you are also provided with a description of each row.  

This worksheet is an example.  You may not need each row; you may have additional items to add.  Again, make this your own to best suit the needs of your unique M&E system.  

Go over the worksheet:

Slide 27:

This is the most important portion of the indicator information sheet.  Specifically, having a clearly worded definition is a crucial first step for each indicator.  To explain, work through a simple exercise.  Choose one indicator. A common one, perhaps from a donor institution, works well.  Write this out on the flip chart.  Begin by circling each word that could be understood differently (i.e.: people, trained, reached, served, etc).  Note that each word that can be understood differently must be defined in this section.  

Indicator Information Sheet – Indicator Description

Slide 28:

Indicator Information Sheet – Data Collection Plan

Slide 29:

Information on this section will be provided in the Data Quality session.  

Indicator Information Sheet – Data Quality Plan

Slide 30:

Indicator Information Sheet – Data Analysis, Review, and Reporting

Slide 31:

Indicator Information Sheet – Performance Indicator Values

Make a note to participants that like the M&E Plan, they must make sense of this for their own programs.  They can adapt as needed.  Each group is also asked to complete one indicator sheet for one indicator before leaving.  You can address some specific questions during this time.  

Slide 32:

Prior to the training event, you will want to assess the organizations of the participants attending.  Make a note of their donor institutions.  Since these program funders often have specific indicators that they require, it can be beneficial to provide clarity, updates, and to take questions and facilitate discussions on these indicators.   This may be different for each training group and will likely benefit from outside expertise – perhaps someone from the donor institution.  

Program Donor Requirements

Slide 33:

Slides specific to training group donor institution(s) may be inserted here.  Addressing common issues for these indicators can be very helpful.  

On a general level, you can move on to explain where donor indicator requirement fit into M&E systems.  

Much of the time, you will notice that the information that your donor organization wants through the reporting process are your output results: how many people are on ARVs, how many people are counselled and tested, numbers / counts of how many.  

However, as you know, to determine a programs worth or value, to answer the questions: Is this program accomplishing what we set out to do? Is it achieving results?  How well is it going thus far?  We will need to look beyond our output results.  We reiterate this point here because at times M&E systems are set up based upon donor reporting requirements.  But your reporting requirements should not be your starting point or what drives your M&E system.  

Slide 34:

Different levels of organizations require different types of information and thus have different indicators they use to gain this information.  

Most of the information you will use on a programmatic basis is on the bottom of the pyramid as show here.  It is the basis of information and of most value in your day to day program management.  

This information can then be aggregated through various mechanisms and examined / used on a national level.  Your Ministry of Health obtains, perhaps program information aggregated from ALL Care and Treatment programs from across the country.  They may not need to know, program by program, what results were achieved, but rather they are interested in national level representation of results.  

Multi-national Indicators are used by multi-national donors, such as UNAIDS.  They may want to see what is happening on multi-national level: the Southern Africa Region.  This will help inform their multi-national level planning.  

Slide 35:

Without indicators, these circles would not even exist.  

Looking back to the purposes of M&E.  How do indicators relate with the 3 different circles?  

Slide 36:

Thank you, any further questions?




Session 6: Information Use Part I

Introduction to Information Use 
Time:    2 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

· DDIU Conceptual Framework Handouts (not appropriate level or relevant material for all audiences)

Objectives:

By the end of this module, participants will:
· Summarize key concepts and the purposes of data and information use 

· List common barriers to data use and propose approaches to overcome them.

· Demonstrate understanding of decisions and role of data and information in decision-making.

· Identify stakeholders and opportunities to make data useful to them.

Take Home Messages:

· Evidenced-based decisions lead to improved health outcomes

· There are a variety of uses for data and information (based on a brainstorming exercise), and we will discuss these uses in more depth in subsequent modules.

· Data and information use is an integral part of successful monitoring and evaluation.  Monitoring and evaluation has little purpose if the data and information resulting from it is not being used.

· Collecting information (or monitoring and evaluation) is most helpful when the information collected, compiled and analyzed is used and shared to inform program planning.

	Trainer Notes: 
	STEPS:

	
Group Activity

45 Minutes


Brainstorm Activity
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[image: image8.wmf]
Information Uses and Users:

How does your organization use data and information?

Specifically, who do you share your data and information with?


Group Discussion


Group Activity
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Decision Making


Group Discussion
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Stakeholders


Group Discussion
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Barriers to Information Use


	Day 3 Opening Activity: Proverbs

The purpose of this activity is to have participants relate means themes of monitoring and evaluation covered over the previous two days with pieces of wisdom, as in African Proverbs.  

Instructions: 

· Divide participants into groups.  Number of groups equals the number of proverbs you use.  

· Each group reads and discusses given proverb and relates as many M&E themes / ideas as possible with the wisdom/ lesson taught be the proverb.  These ideas are written on flipchart with the proverb

· Each group presents 

· Proverbs relating w/ M&E themes and ideas are presented on one flipchart and hung around training room to inspire.  Invite participants to continue to add.  

Sample proverbs:

- When spider webs unite, they can tie up a lion. 

- Every stream has its source. 

The best time to plant a tree is 20 years ago; the next best time is now.

- When two elephants fight, the grass suffers the most. 

- Smooth seas do not make skillful sailors.

- A bird is in the air but its mind is on the ground. 
- Only a fool tests the depth of the water with both feet. 
- There are 40 kinds of lunacy, but only one kind of common sense. 

- Water cannot be forced uphill. 

PLANNING THE SESSION:  Before the session, the trainer should prepare a flip chart with the envisioned program/agenda for the day noting the tea breaks, lunch and finishing times.  The agenda should build in time for individual sessions taking longer than planned—essentially building in the ability to end on time if some sessions take slightly longer than planned due to discussions around the concepts and exercises.

This session is interactive.  You will want to note this to participants.  Session objectives will not be met without their active participation.  Also, because it is highly interactive, as a facilitator, you will need to be more attentive to the processes of the day.  There’s a lot of group work.  Get them in and out of group work efficiently so as to not loose their involvement and attention.  Moderate discussions closely.  Lastly, have everything well prepared ahead of the session.  All of the flip chart (templates) should be written out ahead of time.  Activities are ready to go.  Decide, ahead of time, how you will go about dividing up participants for group work.  This preparation allows both you and the participants to focus on the task at hand: learning to use information!

Slide 1:

Introduce the session; ask participants to introduce themselves, including a brief statement about their organization and their role in the organization; ask about the participants’ expectations and ask participants to set ground rules (i.e. no cell phones, take turns speaking out, etc).

Make a note that one good way that the facilitator’s team models effective data use is by reviewing the daily session evaluations with the group each morning before the day’s module begins.  You are using this daily monitoring information to make decisions and correct as you go.  Note that the group will be asked to complete an evaluation form at the end of the day/session.

Slides 2-5: 

See slides speaker notes in the power point file. Link participants’ expectations to the session overview, goal and objectives.  Also, ensure that the participants understand each goal and objective, and note that to achieve these goals the session requires their active participation and sharing of experiences.  Stress that participants should let you know if they are not able to do these three things.

Slide 6:

Brainstorming Activity 

In the plenary session, have participants discuss/ brainstorm the following questions:  

a. How does your organization use data and information?

b. Specifically, who do you share your data and information with?

Use flipchart to facilitate/ record a discussion and document what the participants have come up with as their experiences for each of the questions.  This could also be a small group activity with report out and plenary discussion.

Ask if there are any questions or comments pertaining to the previous slides prior to moving on to the next section.

Wrap-up the activity by linking it to the next section: Importance of Information Use in Monitoring and Evaluation.

Slides 7-13: 

As in the other sessions, you clarify importance and value.  For information use, everything we do can boil down to the USE of information.  This is why we M&E.  Have participants add why they think information use is important.  

Slide 7:

This session is about the importance of data demand and information use in monitoring and evaluation. 

Essentially, to support you in your work to strategically make use of data that you are collecting or other data that are available to help policy and decision makers, program managers and implementers be more effective in the programs they design, fund and implement.

Slide 8:

M&E is an essential process in providing effective and efficient services and ensuring that programs are relevant and successful.  For example, it helps us make informed decisions about such questions as appropriate staffing and other necessary resources.

M&E helps us know whether a program is being true to its stated goals and objectives.  For instance…
M&E helps us evaluate whether our programs are having their desired impact.  If we want to know how a program is performing we might assess it against targets that have been set for specific indicators by the program or funding agency or government.  For instance, we might assess if a breastfeeding program is reaching its goals in providing counseling to pregnant women during ANC and by the percentage of children under six months who are exclusively breastfed. 

However, for M&E to have this desired impact, M&E data and information must be used strategically by programs, service delivery organizations, policymakers and other stakeholders.

Slide 9:

Monitoring and Evaluation is a key part of being strategic in program design and improvement.  

Being strategic is about making choices and planning – potential uses for M&E data and information.  

How do we become and stay strategic in designing and strengthening programs and services?
--We need M&E data and information to know when to change.  We should be constantly scanning the environment and re-evaluating opportunities by monitoring and evaluating our programs and services. 

--Second – We must maintain a critical mind.  Ask the critical questions.  Demand data and information that will inform our programs, policies, and services.  

--Keep open lines of communication with people that might somehow be connected to our programs, policies and services – clients, funders, supervisors, policymakers, competitors, researchers.  This helps us to broaden our understanding of the situation, and identify data sources and potential uses of our M&E data.

Using M&E data and information can help us to answer our most important questions:  How do we have the intended impact?  What is the best entry point? Who are the appropriate partners to help us achieve our impact?

Slide 10:

We need evidence-based data and information to monitor and evaluate progress and to be strategic.

Because the purposes of monitoring and evaluation are to make informed decisions about operations, determine the extent to which the program is on track,  and evaluate the extent to which the service is having or has had the desired impact, monitoring and evaluation requires evidence-based data and information.  Also, evidence-based data and information are required to plan and design programs and services, and to improve and strengthen existing.

Slide 11: 

The facilitator can query the participants in the session about examples of data and information.  Write these examples down on flipchart paper.

Often, we use data and information interchangeably.  However, there is a distinction. Data often refers to raw data, unprocessed information.

Information usually refers to processed data, or combined data presented in a specific context.  Combining data from different sources can result in more useful information.

Facilitator: Query the participants in the session about examples of data and information.
Slide 12:

Icebreaker and Brainstorm Activity:  Discuss with your neighbor the most recent decision you had to make or decision you helped someone else make regarding the HIV program (5 minutes each).  Then, sitting in groups of four, share your experiences about information used to make decision (information needed but didn’t use?) (10 minutes).  Each group of four reports one experience to the plenary (5 minutes per group) 

The focus of this activity is for participants to begin thinking about their program work along with the decisions they are making with information needs / information use.  

Ask if there are any questions or comments pertaining to the previous slides prior to moving on to the next module.

Slide 13:

A brief look back at the conceptual framework for a functional M&E system.   You will notice the central role data dissemination and use play in the overall function of an M&E system.

Slide 14:
Key Concepts

This session will look at the key concepts in data demand and information use, and how these concepts help us to increase the use of information to help improve program planning and management.

Slide 15:

Why disseminate and use information?

Ask participants this open-ended question and reinforce with points on slide

Slide 16:

Information use is important for all components of programs and for all people.  Here you continue to explain that information use, and thus M&E, involves all persons in a program as well as other external stakeholders.  

It is helpful to understand the audiences and their data needs.  By understanding target audience and stakeholders’ decision-making needs, information can be made more useful and actionable by your various stakeholders. 

In some instances, specific requests to stakeholders may help identify their immediate challenges, and data can help them to make better informed decisions and improve their programs.

Slide 17:

A stakeholder is anyone who has a “stake” or interest in your program 

Slide 18:

For the purposes of our discussions, we will consider four categories of stakeholders:

· Beneficiaries-community members, persons living with HIV and their families, MVC, orphans, etc.

· Implementers-service providers, NGOs, FBOs, and other providers of care, support and treatment services for HIV treatment and mitigation.

· Policy and decision makers-members of the District Council, Ward and Village Councils, DHMTs, CMACs, Most Vulnerable Children’s Committees, directors and development officers of local and national NGOs and FBOs, etc. Including elected and appointed officials- Regional and District Commissioners, Regional Secretaries and District Executives, and Bunge members.

Influentials – those who others in positions of authority listen to-community leaders, religious leaders, advocates of children, DACs, etc.

Slide 19:

Compare this list with the flip chart (Information Uses and Users) as needed, engage participants in discussion, and add what the participants share from their draft Stakeholder Analysis Matrixes.  

The following slides review the various categories of stakeholders—use the information in the slides to facilitate a participatory discussion.

There are no incorrect/wrong answers!

Slide 20:

Ask participants in a plenary brainstorm (target question as appropriate to audience).  Encourage participants to look back at previous slides.  

· Who are your stakeholders at the regional level?

· Who are your stakeholders at the district 

· Who are your stakeholders at the sub-district level?  

During the 10 minute plenary brainstorm/discussion, record the input from participants on flip chart paper, and post on training room wall.

Instruct participants to turn to the Stakeholder Analysis Matrix in the DDIU training materials (handed out at the beginning of the session).  This is an individual exercise. 

Participants should take the next 5-10 minutes to complete the list of stakeholders in the stakeholders matrix as best they can, based on their particular position and work post.  There are no wrong answers, and this activity is to get them to think in concrete terms as to who are their stakeholders primarily at the district and regional levels. 

After most participants have completed their listing of stakeholders on the Stakeholder Analysis Matrix, have them share their draft with another participant, someone that they have not yet worked with in the other exercises, for 5-10 minutes. Participants should then incorporate any revisions desired based on the conversations with the other participant.

Slide 21:

You are in some ways, explaining to participants that they want to ‘get inside the heads’ of their various stakeholders to understand their specific needs, interests, priorities, and understandings of your program.  With this understanding, you can than plan for your M&E system to meet them with the right information.  

Program Manger information needs.  Compare this list with the flip chart as needed, and what the participants add from their draft matrixes.  There are no incorrect/wrong answers!

Slide 22:

Note how different stakeholder groups vary in their information needs.  

Slide 23:

There are many different types of and levels of stakeholders.  For this reason, as we share/ disseminate information from our programs, we will want to consider the wide variety of information users.  

The picture shows some of the various civil society (NGO, FBO and other) and community groups in Tanzania that may exist at the district level, they can all be considered stakeholders.  Similar types of groups exist in most countries – consider the types of civil society groups in your country
Slide 24:

If participants are still seated in small groups, they can continue to discuss in these groups.  Otherwise, for the sake of time, have them work through these questions on their own.  You want to think specifically about their work, in their programs.  They should list specific names or groups and specific instances of information use.

Have participants discuss/brainstorm the following questions:  

· Who uses data and information that you produce?  Who are your stakeholders? 

·  What can these stakeholders do with your data and information?

Use flipchart to facilitate a discussion and document what the participants have come up with as their experiences for each of these questions.

Once you wrap-up the activity, highlight that stakeholders have different needs, expectations and capacity, and that it is important to understand who your stakeholders are before even collecting data and information.

Slide 25:

Different stakeholder groups use information for different things: 

Your various stakeholders will use information from your program in different ways.  A program manager or organization executive director can use information to improve program performance.  A project manager might use information to provide feedback to field sites and staff.  We all can use information to communicate program success.  And also, we use information to be accountable to our donor so that we can continue to fund the work that we do.

Slide 26:

Stakeholders will differ on what they want to achieve, their goals and the information they use to support their decisions. People can look at the same figure, get different messages and come to different decisions!  Get ‘inside their head’ to understand them better - then meet them with the right information provided in the right way.

Slide 27:

Defining Data Demand and Information Use.  This concept is further defined here and in the following slides. 

Key points…

Simply put, DDIU is a process to help ensure that the health information that is produced is used, and as a result of using the information, there is an increased demand for this type of information.

Engages stakeholders, decision makers and researchers

Strengthens linkages between these groups

Works to improve information production (quality and analysis)

Based on existing best practices 

Builds capacity of counterparts

Slide 28:

Conceptual Framework for Data Demand and Information Use.  The level and depth of information you provide here should be tailored according to your audience.  By this point in the training, you should have a pretty good idea of how much information here will be of value to them.  This conceptual framework explains important concepts, but if participants are not able to receive this information, it can lead to confusion.   

Remember our discussion on the first day about conceptual frameworks?  Well, here is an example of one that diagrams the broader context in which information use exists in improving our health programs.  On the external level, we see coordination, collaboration, and capacity building.  When these efforts are in place, the inner cycle moves more smoothly.  When we lack capacity to, for example, collect information or use information, the cycle does not function as well. 

In the inner circle you will see 4 aspects of an M&E system: Data Collection, Availability of Data, Information Utilization, and Demand for Information.  Each of these pieces leads to the next, completing a full circle of information use.  The more information is collected and made available, the more information is used.  When more information is used, this leads to an increase in demand for such information, and so on…

Data demand involves Stakeholders actively and openly requesting quality, health-related data and information

The decision-maker understands information is needed to inform the decision; and the decision-maker proactively seeks out that information.  Data demand could include managerial or policy directives to collect specific data, new or increased resource allocation for data collection and analysis (e.g., budget line items, establishing or strengthening statistical units inside ministries or programs, modifying job descriptions), and requests for special analyses.  Demand for data helps to improve the quality of data collection and interpretation.  Information Use steps beyond dissemination.  It is the process by which stakeholders use information in an evidence-based process to:

Reach decisions, make changes, or take other specific actions designed to improve outcomes.  Information can and should be used in practical applications:

Program administration/management

Delivery of services

Planning and/or policy making

In order to achieve improved health outcomes, and in this case- in the area of HIV/AIDS, this framework outlines a continuum of M&E efforts needed to support improved health outcomes

Additional Information:

The over-arching principle of the MEASURE Evaluation Project is that evidence-based decision-making will promote the achievement of improved health outcomes.    The conceptual framework for the MEASURE Evaluation project posits that evidence-based decision making results from generating demand for information, collecting and analyzing data, making information available, and finally, from using the information to improve health systems.  Figure on slide presents the MEASURE Evaluation conceptual framework as a cycle from demand to utilization (which directly affects demand); embedded in the cycle is the decision-making process.

Slide 29:

In the DDIU approach, there are three main determinants of use.  

The first, and possibly most important determinant, are the behavioral aspects of those who produce and use the information. If health system information is to be used, the decision maker must be open to the idea of using the information to make decisions - and see value in using it.

The other determinants of information use are: 

· the technical aspects of data processes and tools

· the system/organizational context that supports data collection, availability and use, and

DDIU is a strategy to address these three components, and can be used to identify opportunities for and constraints to use.

Slide 30:

Barriers to Information Use

Here we want to pull out all the ideas of barriers that participants can think of regarding effective use of information.  Remind them of all of the various uses you’ve discussed.  Remind them of the various stakeholders who are using information.  Have them look back at the conceptual framework for DDIU to think on a broad contextual level and to examine proximate determinates that can be barriers to information use.  

You want participants to come up with specific examples of information use barriers.  You are looking for real life experiences they’ve already encountered or that they believe that they will face.  

Ask participants to call out responses:

Considering what we’ve discussed …..

What types of barriers exist to using data and information?  

Think of all your various stakeholders who are using information.  Look back at the conceptual framework for DDIU to think on a broad level and also think of specific barriers to information use.  What else?  Everyone list another barrier, what else do you have?

The point of this brainstorming activity is again to address barriers (resistances) as they arise so that we can strategically process how to overcome these obstacles.  Having a group name these barriers to information use helps to alleviate and normalize fears while engaging participants in concrete strategies to address them.  

Continue to pull and probe for a complete list.  Keep this flip chart. You will spend time in the engagement session addressing each of these barriers, as a team.  

Slide 31:

Prism Conceptual Framework.  

Go over the main points as highlighted in the speaker notes:

Using information effectively requires understanding.  Everything we do occurs with a unique and dynamic set of cultural, political and society contexts.  You will want to account for these variables, on some level, in some way, as you shape your information systems, as you build your M&E, as you make decisions to strengthen your programs.  What is a norm in one culture may be taboo in another.  

Also, our ability to function within this broader context is influenced by our own capacities.  There are three capacity ‘types’ here: Systems, Technical, Individual.  When looking to strengthen our information systems, we can look at these three aspects.  Systems: do we have adequate information flow, feedback systems, reporting systems, etc? Technical: Do we have the ‘know how’ to collect and manage data, do we have a functional database, do we need to update our computers?  Individual: Each part of our organization is indeed made up of people performing tasks to move our work forward.  Therefore, we should also address individual capacities to function within our information system.   You cannot improve organizational level capacities (to collect, use, and report information) without also addressing them on an individual level.  

Slide 32:

What can you do to make information more useful?   

It is a two-way process.  

By understanding the intended audiences and what is important to them and their programs, ensuring that people are seeing the value in their reporting of data, will also help to ensure on-time reporting, as well as better quality data.

Part of your role here as a participant this week, is to not only enhance your own understanding of how to make information more useful, but to also find ways to increase the understanding of information use in your program, in your place of work, in your community.


Session 6: Information Use Part II

Define the Need – Understanding Decision-making
Time: 1.5 Hours
Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides & Handouts

Objectives:

By the end of this session, participants will be able to:
· Demonstrate understanding of decisions and decision-making.

Take Home Messages:

· Understanding decision-making and decision-makers is an important step in facilitating data demand and information use.  Until you understand how decisions are made and the types of decisions that programs, organizations and governments face, the data and information can not be communicated or tailored to meet the needs of those decision-makers.

· Like the African proverb imparts, the best time to beginning thinking about data use is when you are conceptualizing your project (or your M&E plan).  The second best time is NOW.

	Trainer Notes: 
	STEPS:

	5 minutes

5 minutes

5 minutes

10 minutes

50 minutes
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45 minutes (20 minutes group work and 25 minutes report back) 

25 minutes
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Group Activity


	Slide 1-2:

In this section of the Information Use module you will be linking practical examples of information use needs with availability of data through information systems.  Understanding decision-making processes and decision-makers is key to knowing how best to provide information.

Slide 3:

Introduce the Decision-making module.

A decision is a choice between two or more alternative courses of action.  

These alternative courses may or may not imply a change in action.

Initiate discussion by having everyone quickly share one decision that they made today.   Examples can be: “I decided to wake up and come to this training.” “I decided to wear this or that.”  “I decided to drink another cup of coffee.”  “I decided that I am going to enjoy this day of M&E training!”  Keep this quick and fun and demonstrate that we are always making decisions, big and small, all the time.  

Slides 4:

Elements of decision-making.  Provide brief overview of these concepts of decision-making.  

Diagnosis:

A diagnosis uses data to understand the causes of an observed condition or situation.

Slide 5:

Diagnosis vs. Decision:

Diagnosis and decisions work together.  The diagnosis attempts to understand the situation, while the decision may be to do more or less of some programmed response.

Slide 6:

Understanding Decision Making:

You want to explain to participants that there are many aspects to the decision making process that can be unpacked which will served to better prepare us to provide the decision with information.  

Slide 7:

The purpose here is for participants to consider on a broader, or perhaps more specific level, who they will want to include in information communication.  Who are there stakeholders / decision-makers?   You want the participants to understand the ROLE of the various stakeholder groups and how this role will change the decisions the make and the information they need, as it relates to participant programs.  

Probe participants on what (from their stakeholder lists from Module 3), could be added to the categories (sector, function, and level) on the slide.  That is, what categories are missing?  Record these on flip chart and post in the training room.

Slides 9:  

You want participants to relate their own information use needs and their own decision-making processes.  

To frame session, ask:
· Within your organizations, what decisions do you make?

· What decisions do you influence?

Probe respondents to provide some specific examples… Link their responses into the next slides showing types of decisions.

Additional Brainstorm Activity (slide 10)

This discussion is intended to allow the participants to consider different ways that they have seen data used in HIV policymaking, program design, improvement and operations.  It can be a series of questions asked in plenary with a microphone passed around, or could also serve as a small group exercise.  If used as a small group exercise, then ask groups to get more specific by answering the below questions.

Questions to probe the brainstorm:

Considering what we have discussed so far and the definition of information use presented in the last slides, 

· How do you think the data that you collect could be used?  

· Can you use the data that you are collecting in your own work? How?  

· What data are useful to program managers?  

· What about policymakers?   

Give some specific examples of data that you have used or have seen used.

Points to highlight (when participants raise it, or even if not):

Organizations can use information beyond reporting or producing glossy books…such as for improving their programs, or designing new ones.

Information can be even more useful when analyzed and interpreted along with data from other related facilities and programs

Slides 11-16:

Discuss types of decisions. To improve understanding of these decision types, consider categorizing some of the decisions listed on flip charts during the brainstorming activities to these decision categories.  Ask participants to help you categorize the types of decisions that they have shared during the day.

Decisions are categorized into three types. These three types are not always mutually exclusive however, they are divided this way based on the following criteria:

· Who is involved in making the decision

· The type of data required to make this decision and how it is presented

· The process by which decisions of this type of made…

The reason it can be useful to categorize decisions is because doing this can help operationalize integrating use of information into the decision making process.

If you have a decision to make and the data that informs that decision, what is the plan for entering it into the process?

Policy and Planning (slide 12):

Policy and advocacy decisions and issues typically require a specific process for formalization and approval. As a result, they are in their own category. This area includes planning and resource allocation.

Probe participants to add to these policy, planning, and advocacy decisions based on their experiences and expertise at the regional, district and community levels.

Program Design and Improvement (slide 13):

Depending on the scope and timeline of the program there could be a wide range of program specific decisions that need to be made beginning with program design and improvement, scale-up, sustainability and possibly close out. 

Probe participants to identify their experiences that will add to the list on the slide.

Program Management and Operations (slide 14):

Aside from decisions that directly influence the content and success of a program, there are operational and management decisions that will affect its success. These include administrative and financial decisions that a program manager must make in order to support an ongoing program. Administrative and financial data should be used to support these decisions.

Probe participants for other examples as needed.

Decision Within Programs (slide 15):

Relate examples of types of decisions on this slide, (i.e.: employment, mobilization of resources) with examples from participant programs which at this point in the training you will be somewhat familiar with.  

Other Factors that Influence Decisions (slide 16):

This list is meant to reinforce taking additional consideration when unpacking the decision making process.  Read over the list providing examples if necessary.  

Slide 17:

What can your districts do with data already being collected?  Ask the participants to reflect on these questions and write down some notes.  (Questions might have to be adjusted depending on the audience and their responsibilities).  
Carryout a round robin, and record the participant’s suggestions on flip chart and post in the room.
Slide 18:

Decision-making exercise: Divide into small groups and list on flip chart answers to these questions

Considering the decisions that you mentioned:  

Provide an example of decisions made either without evidence-based data or by using poor quality data.

What happened as a result of this decision?  How could it have been made differently?




Session 6: Information Use Part III

Taking Stock of the Situation
Time:   1 hour 25 minutes

Materials:

· Flip chart

· Markers

· DDIU Conceptual Framework and Tools Handouts (not appropriate or relevant material for all audiences)

· LCD, Laptop & Screen

· PowerPoint Slides & Handouts

Objectives:

By the end of this session, participants will be able to:
· Describe the process of assessing common barriers to data and information use.

· Use different tools and approaches developed to assess constraints and opportunities to enhance data demand and information use.

Take Home Messages:

· There are systematic, user-friendly approaches and tools available to help organizations assess use of data and information in planning, program design, implementation and operations, as well as to develop strategies for enhancing data and information use.

	Trainer Notes: 
	Steps:

	20 - 25 minutes


	This session as well as the next module, which is focused on DDIU tools and approaches, may not be relevant for all audiences.  The DDIU team encourages you to draw upon what is useful for your audience and tailor it to the specific context, including examples and exercises that will empower your audience to use data and information and facilitate the use of data and information by their colleagues and organizations.

Slides 1-2:

This session will present MEASURE Evaluation’s approach to enhancing data demand and information use focusing on the steps needed to assess the situation and determine a course of action.

Slide 3:

Taking Stock.  You can note that this session will build upon the last module on decision-making by demonstrating some systematic approaches to assessing information systems.  

Simply put, DDIU is a process to help ensure that the health-related information that is produced is used, and as a result of using the information, there is an increased demand for this type of information.

Slides 4-11: Steps in DDIU Process

Step 1: Identify Issue or Problem

Step 2: Assess Current Situation

Supply and Demand Matrix:

The DDIU process begins by developing a DDIU strategy and identifying supporting interventions. Assessing the situation is a critical first step in the strategy development. The specific strategy used in a situation is, in large part, dependent on where the country falls in terms of data supply and data demand.  This data supply and demand matrix demonstrates one technique for assessing the situation.

DDIU Self Assessment Checklist (slide 7)

A brief way for participants to assess their own information system capacities.  This is based on three capacity areas identified in PRISM framework: technical, organization, individual.  Have participants work through this briefly on their own.  

Step 3: Identify Strategic Opportunities.  From identifying a problem and assessing the current situation, participants can then begin to identify where they can introduce information use strategies.  

Having completed the first step of a data use assessment, one must consider possible entry points or opportunities and determine how best to go about enhancing data demand and information use.  By entry points, we mean decision makers, data source or decisions.  This means that our intervention to improve the use of data would be implemented through and on the basis of one or more of these entry points.  For example, if a country has a DHS dataset with compelling findings, the entry point might be the data source and the data use intervention would be to identify stakeholders/decision makers that could use the data and decisions that could be informed by the data.  If a country is preparing to develop a national strategy on HIV/AIDS, then the decision to prepare a plan and the decisions involved in drafting it would be the entry point.

Step 4: Developing Strategy.  This is your link to introducing various DDIU tools and other strategies.  

Step 5: Apply DDIU Strategy and Assess 

Slide 12:

Various DDIU Tools.  You will demonstrate to participants how they can use various DDIU tools.  Also, note that these tools are examples; they can be adapted as needed.  

Now I will describe four of the core DDIU tools that are used for conducting assessments: These include the Assessment of Constraints to Data Use, Information Use Map, Stakeholder Engagement and PRISM Tools. This is not intended to be a comprehensive or exhaustive list of tools.  There are plenty of assessment tools that have been developed by other partners and counterparts.  Also, as you will see through the course of this presentation, data use can be facilitated without the use of these tools – there are a variety of other tools and approaches that MEASURE Evaluation staff bring to the table to enhance data use.

Tools:

Assessment of Data Use Constraints.  This tool can be used to assess technical, individual, and organizational constraints.  Examples are provided on corresponding slides

Slides 13-17

	70-80 minutes (10 minutes to break out and receive instruction, 20-30 minutes for the role-play and group discussion & 30 minutes group debrief)


Group Activity

5 minutes

55 minutes

55 minutes


Group Activity


Group Activity
	Slide 18:

Role-playing Activity in small groups:  Provide the participants with a shortened version of the assessment tool for the purposes of this exercise, choosing key questions for each determinant section (see attached shortened tool as an example).  

Depending on the size of the group, ask participants to break out into groups of two or three.  If there are two people in each group, one should be the interviewer and the other should be the stakeholder/interviewee.  If there are three people in each group, one can be the interviewer, one the stakeholder/interviewee, and one the reporter, who will provide feedback on the types of responses received and the interviewer’s technique.  Each person should be allowed the opportunity to play each role, so approximately every 7 minutes the role will rotate in the group.

Provide each person with a slip of paper showing the title and organization of the stakeholder/interviewee that he/she plays.  Roles may include national, sub national and local level policymakers, program managers, M&E officers, representatives of NGOs, etc.

After each person has played each role, the group should be given approximately 10 minutes to discuss the experience and their responses for reporting to the plenary session.  Groups should report out following their role play.  Potential questions that they could be prepared to respond to in their report out might include:

· What did you learn from this exercise?

· What differences did you find between responses from different levels (national, sub national, local)?  How about from the private versus public sectors?

· Which group of barriers/determinants seems most difficult to overcome – individual, organizational or technical?  Why?

· Think about other questions, which might be relevant to your training goals.

Use flipchart to facilitate a discussion.

Once you wrap-up the activity, highlight the fact that stakeholders have different needs, expectations and capacity. It is important to understand your stakeholders, their needs and viewpoints as you are preparing to address data demand and information use.  Also, this type of assessment can bring key barriers, best practices and other issues to the forefront, which might not have been addressed in the past.

Slides 19-21:

Information Use Mapping

An information use map describes the existing flow of health information to identify opportunities for improving health.  

The Information Use Map is a flowchart framework which allows the user to:

· Create a schematic representation of the existing state of a health information system or sub-system.

· Quickly identify gaps and deficiencies in information flow, through visual representation.

· Identify opportunities for new feedback mechanisms to share high-level analysis and reports with lower levels of the information hierarchy.

· Identify points in the process where additional analysis and use of data could lead to improved programs.

· Prioritize recommendations, and formulate an action plan to implement them.

The Information Use Map can be developed and applied at the international, regional, national, or local level.

The simple process of creating an Information Use Map helps participants better understand their role in the greater health information system—and the importance of collecting data in the first place. When people can see the value, they become more committed to consistent, sustainable, high-quality data collection and to regular analysis of that data.  An example of an information use map is provided on slide 20.  

Slide 21:  Mapping Activity

Provide participants with hard copies of the information use map, and ask them to spend 20 minutes completing a map for their own country and organizational setting (count on about five minutes of time spent on explaining the activity).  Then, ask them to discuss their map with a partner for 10 minutes.  

Spend about 20 minutes asking different participants to volunteer to “report out” by describing their map, and highlighting gaps and constraints to data use.

Once you wrap-up the activity, highlight that the information use map helps us to see the full information flow on one page, and easily identify gaps in using the data and information produced.

Slides 22-27:  Stakeholder Analysis

Ask participants to review definition of stakeholders and revisit the list that they have previously identified.  

Slide 24

The Stakeholder Analysis Matrix 

People are more likely to use data in their decision making if they have been involved from the beginning, they believe the data are of high quality, and they feel the specific data address their priorities.

Engaging stakeholders early and systematically can provide the opportunity for the right questions to be asked in the right way, and, in turn, to define data activities that will generate quality information that can be used.

The Stakeholder Engagement tool is a matrix framework and process for:

· Identifying stakeholders.

· Defining their roles and resources.

· Identifying dynamics among stakeholders – their interests, knowledge, resources, power and importance. 

· Creating an engagement plan. 

· And finally, tracking stakeholder engagement.

The Stakeholder Engagement tool represents a guide to asking the right questions, but there is no one way or specific protocol for gathering the necessary information. Useful information to add to the matrix and plan can surface in any encounter, not just in meetings specifically designed for this tool.

The process begins by asking a key informant to identify the key stakeholders. During discussions with those individuals, they will likely identify other stakeholders. Ultimately the matrix will capture the contributions, roles and engagement strategies of stakeholders and groups at different levels and with different vested interests

Slide 26:

The Stakeholder Engagement Plan.  

This plan uses information from the analysis matrix to plot out how each stakeholder will be engaged, what their concrete role will be, and a follow-up strategy to keep them involved.

Slide 27:

The stakeholder engagement tool was used in Kenya to successfully advocate for a line item budget for FP supplies as a part of the national budget.

Slide 28 Stakeholder Engagement Activity: 

If participants created a list of decisions/issues and stakeholders during previous sessions, ask them to draw upon the lists and choose from these lists to complete the matrix.

Participants should split up into groups of four or five to complete the matrix.  Provide teams with approximately 20 minutes in their small groups.

Then, each group will present an example of their entries during plenary – provide approximately 3 minutes per group for the report out.  During report out, note additional considerations or comments to insert during the discussion period.

Following report out, ask participants if they have any comments or suggestions for other teams.  Then, provide a few words of feedback based on the report out presentations:

· Be sure to note breadth and depth of types of stakeholders

· Note additional considerations for the teams – ask questions, etc.

Close exercise with following comments:

Importance of considering a broad group of stakeholders to ensure that activity or decision is fully informed.

In most cases, a full set of stakeholders is either not considered or are considered and engaged in an ad hoc or informal way.  Formally analyzing stakeholders and developing concrete strategies for engaging the stakeholders ensures that stakeholders are taken into consideration at different stages of the activity/research or decision.



	3 minutes
	Slide 29: PRISM Framework 

The Prism framework and tools help to assess routine health information system performance by considering the interaction of technical, behavioral and environmental/organizational determinants.  As we discussed during the module on Key Concepts of Data Demand and Information Use, these three determinants as well as the overall political, social and cultural contexts influence the demand and use of data and information.  These three categories are like three corners of a prism. As a prism shows that light is not uniform but composed of multi colors, it was premised that the Prism framework would help the information system reformers and implementers to broaden their vision and consider all factors that might influence RHIS performance.

It is important to note that the political, cultural and social context is an important determinant of data demand and information use also, because decision-making, sharing of information, and data collection and reporting all occur within these contexts.




Session 7: Data Quality Management

Time:    3.5 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

Objectives:

By the end of this module, participants will:

· Describe basic terminology regarding data quality management

· Name and describe the 5 threats to quality data

· Be able to identify possible threat to data quality in an information system

· Be able to develop a plan to manage identified threats to data quality
Take Home Messages:

· Data quality is increased by strengthening the understanding of the value of (use) information by those collected the data.  

· Data quality is standard business practice.

· Everyone has a role in ensuring quality data. 

· With quality data, using information misinforms rather than informs program planning and decision making.  

	Trainer Notes: 
	STEPS:

	Facilitator Introduction Exercise


	Introduction

Slides 1-5:

Go over session objectives and session summary.  Data quality can be intimidating for some participants.  Ease in to the session slowly, smile, and have fun.  

Review importance of M&E, then bridge to importance of Data Quality.  Information Use is the fundamental purpose of M&E. Data Quality must be managed to ensure data/information being used is correct and informing programming (not misleading).  

Slide 2:

Reminder that learning objectives are our way of measuring results achieved through this work.  The objectives also clearly lay out for you, as participants what your role is in this learning exchange.  Examine these objectives now, throughout the session, and towards the end.  As a facilitator I will do my best to provide for you the information needed, however, each participant is responsible for meeting objectives and letting the facilitator know when more explanation / processing / or examples are needed for understanding.

Slide 3:

Ok, here’s one ‘why M&E is important’ for you!  By this point in the training, you should know this like the back of your hand.  Give me some more.  Everyone list something, just say it aloud.  How about some new ideas of why M&E is important, anyone?  Maybe you dreamed about it in your sleep last night?  

Ok, that’s a good list.  Remember, when you get back to work on Monday (or maybe Tuesday) I give you permission to take Monday off since you’ve worked so hard this week.  Remember when you get back, you can restate this list of why M&E is important to all of your colleagues.  Not just to impress, but to make an impression of the value of what it is you spend tackling in a week-long training course.  In the process of developing your M&E / information system, you will need each of your colleagues to understand this list of why M&E is important.  The need to see and understand the value of M&E, to be fully engaged.  And everyone, on some level, must be engaged in M&E, for it to be fully functional.  

Ok, now to begin with Data Quality: Why is Data Quality important??  Anyone, just give me your thoughts and ideas, no right or wrong.

Slide 4:

During this session we will cover some basic definitions and terminology regarding data quality.  Then we will cover the 5 criterion for managing data quality.  You can learn these 5 criteria to manage the quality of data collected and used in your information system.  We will demonstrate how to construct the basis of your data quality management plan.  In this workshop, your Data Quality plan sits inside your M&E Plan.  Then we’ll spend a bit of time discussing the data quality auditing process so that if you’ve gone through a data quality audit or will be in the future, you can know what to expect and how best to prepare yourself for this process.  

It is out hope through this data quality session, that once we are complete, you will not only understand data quality, but further, you will look forward to something such as a data quality audit.  You will welcome this auditor into your organization with open arms.  Why?  Because you will have taken the steps necessary to address possible issues of data quality in your information system!

Slide 5:

Defining data quality.  Achieving quality data is a balance.  Here you are explaining how data quality management works.  It’s a process, a way of doing things, rather than just something that is done.  

Data Quality is a chess game of cost versus quality.  That is to say, you are always balancing between achieving the highest levels of quality while also working within the reasonable limits of cost.  The goal of data quality management is not to eliminate all data quality issues.  This is not possible.  The goal is to identify possible threats to the quality of data and manage them as best possible.  Sometimes, the most that one can do is to note that there is a data quality issue.  

Data Quality is criterion based.  You will learn these 5 criteria and through them you can identify threats to data quality and also manage data quality issues.
This is a short introduction exercise to illustrate the importance of having standards, or criterion, for examining data quality.  This exercise is easy and gets participant’s attention.

Short Facilitator Introduction Exercise.  

Can I borrow someone’s mobile phone?  Actually, I need 4 volunteers to show me their phones.   Thanks!

Take cell phones from a few volunteers and begin to examine them.  

Ok, these are rather nice phones… I think I’ll keep them!  See ya later…  

Let’s examine these 4 phones.  They are all just a bit different.  Which one do you think is the ‘best’ mobile phone?  

Ask for several opinions and then ask WHY one is preferred over another.  

 I like this one because it’s the biggest!  Ok, WHY do you think this phone or that phone is the ‘best’?  

Ask for several reasons why one mobile phone may be ‘better’ or ‘worse’ than the other.

So you see, we all have slightly, or greatly, different ideas of what is better.  

In data quality… Ok, I guess you can have your phones back, don’t forget to put them on silent!

In data quality we use a criterion based system of evaluating the quality of our data.  This allows a standard examination of data quality rather than allowing individuals or organizations to decide what is ‘good’ data quality.

Data Quality Criterion

Slide 6:

Introduce here but no need to go into discussion, yet.

These are the five criteria we use in identifying and measuring data quality.  
Look at them; you will know them by the end of this session.  It can help to remember VRIPT (Validity, Reliability, Integrity, Timeliness, and Precision).

Slides 7: Validity

Introduce validity by looking at the use of this word outside of M&E context.  

How many times have your heard commentators on a news program state, “you’ve raised a valid point here, Frank”?  What is meant by this?  A valid point?  What makes a point valid?  Any ideas?

When we refer to Data Quality, validity means that whatever is being measured, is actually what we have intended to capture or measure.  In the indicator session, we discussed how an indicator is actually not the thing we are measuring, but rather, it’s the measurement itself.  We can go back to the reason we are measuring in the first place.  Why have we decided to measure this, what information do we need from this?  And then now that we’ve made our measure, is it what we actually intended?

Take questions as needed.

Slide 8:

Threats to Validity

Since validity involves capturing what we actually intended measure, here are some threats or barriers to the validity of data:  

You can have participants state an indicator from their own program work to use as an example for definitional issues.  

Definitional issues:  Remember, any word in an indicator can be understood differently (trained, service, people, person, number of).  If this words in the indicator definition are not defined completely enough and also communicated across all users of this data, there can be definitional issues.  

Proxy measures: We talked a bit about proxy measures in our indicator session.  Some results, especially outcome level results cannot be captured by a simple number or count.  It is a measure of change and this can be difficult.  One common example in an HIV prevention intervention can be measuring ‘condom use’.  For some obvious reasons, we cannot measure actual condom usage; we therefore find the closest measure to that, our proxy measure.  In this example we sometimes use ‘condoms distributed’ as our proxy measure.  This measure is limited in its validity, but it may be the closest we can get to the thing we actually want to measure.  We can accept this limitation, as long as we account for and manage this data quality issue.

Here you can pull a reporting indicator from one of the participant’s program donors and use as an example.  

Inclusions / Exclusions: In indicators we can find that in the definition we are looking to measure certain population segments, such as, “number of youth under the age of 24, in the Niyala Region, excluding those already attending X service outlet” This indicator INCLUDES a certain age group and excludes those included in another service category.  These inclusions / exclusions are common but they are also commonly understood differently.  This can lead to different understandings of the definition of what is being measured which can lead to problems with the validity of the data.  

The data source is where the data are borne.  When various data sources are involved in one aggregated measure, what is actually being measured can slightly vary from place to place.  This can influence the validity.

Slide 9: Validity

Questions to ask regarding validity.  

Slides 10 – 13: Reliability

Again, have participants think of the term outside of the context of M&E and then move into definition.  

Have you ever had an employer tell you, “Roger, you are such reliable employee”?  Maybe not?  

What is meant when we say something is reliable?  What makes a person reliable?  They come to work everyday; you know that a reliable person is going to be there when you’ve asked them to…

Good, reliable measures are measures that are concerned with consistency: doing things the same way over a period of time.   In data quality, are we measuring the same thing, the same way, each time?

Slide 11

Threats to reliability. 

We can look at three basic areas in regards to reliability: People, Places, and Time.  These three factors can affect our ability to do things consistently.  Keep these three in mind as we look at some of the specific threats to reliability on the next slide.

Slide 12

People, Places, and Time affect reliability of data.  

Collection methodologies, when not standardized or understood in the same way across several collection areas, can affect data reliability.  

People use different collection methods.  People use the same collection methods, differently.  Collection methodologies may also need to account for data collection sites that are in different places: geographically, urban, rural? And over different times: collecting certain data in the harvest season may be different than collecting data in another season, for example.  These are some examples of how reliability can be affected.  

Collection instruments, when not standardized, can lead to inconsistent measures.  What’s a collection instrument?  Even the training sign in sheet can be a data collection tool/ instrument.  It’s what we use to first collect the data.  If this tool is not used, in various places, by different people, over the duration of time of the intervention, there can be threats to the reliability of the data.  

You can have all the data quality assurance measures in place, but if personnel around data collection are not fully trained, there can still be a wide range of threats to the reliability of your data.  Training personnel does not simply mean giving them an instruction sheet, or providing them with an overview of the data collection tool.  More importantly, they must understand the basis behind why they are collecting what they are collecting.  

Once we have the data on hand, most often we will need to do something with this data to turn it into usable and valuable information.  We put it into context, we aggregate it with the same data type from other sources, or we triangulate with other data to track trends over time, etc.  When doing this, if we do not do it consistently, we introduce threats to validity.  

Any questions thus far?  

Ok, what are the first two criterion of Data Quality Management?

Slide 13:

Questions to ask yourself regarding reliability

Slides 14-16: Timeliness

Briefly introduce the concept of timeliness in Data Quality.  Read definition from slide or have participant read.  After, ask participants if one (or two) of them can come up with an example of timeliness in the information system regarding data quality.  

Data are collected for use.  Information use is the cornerstone of your M&E system.  For this reason, we want data collected to be used within a period of time that it will still be of value to that which it is measuring.  If the data cannot be used in time, to make improvements, changes, to manage otherwise, and to report, then why collect the data at all?  

So we want to use the data while it is still relevant.  

Threats to Timeliness

These barriers to timeliness (and other criterion) are not meant to be cut and dry in the definition and also not meant to be mutually exclusive.  

Think of all the reasons you may have heard, or may have given for reports not being submitted on time.  So many reasons.  There are also many of the same factors that affect the timeliness (relevance) of our data.  

Collection frequencies can be too often or not often enough in relation to when data needs to be used, for reporting, or for management decision.  When we look at the flow of data, is there an appropriate amount of time between collection and use.  Not enough time can cause errors from rushing; too much time can cause complacency in following collection standards.  We are looking for smooth streams of data flowing from collection to use, not overfilling pools flooding from one area to the next.  

Data can be sensitive.  Not that you will hurt their feelings… but there may be time dependant factors related to what they are measuring and how this information is to be used.  This goes beyond reporting.  When we are working with client health and overall well-being, there can be a very time dependant limitation to the usefulness of this data.  

As you go forward, continue to review the criterion already covered.  Use repetition to trigger memory.  

Great. So far we have 3 criterion for data quality.  What are they?  Everyone!

Slides 17-19: Precision

You can decide whether or not to poll participants for their understanding of this term before moving into the definition.  

The margin of error that is acceptable will vary depending on the expected change based on the program.  For example, if the program expects the number of people on ART to increase by 10% in a reporting period and the margin of error of the measurement is more than 10% - that margin of error is unacceptable.  

Threat to Precision

Source error: the person and/or tool doing the measure has introduced bias into the measurement.

Instrumentation: perhaps the measurement / data capture tool or method is designed in a way that it introduces error.

Simple transcription, moving data from one place to another, can introduce error into a dataset.

When we manipulate data, we are simply changing it to makes sense of it or to add meaning.  Translating a set of numbers into an average, or into percentages is an example.  This process provides opportunity to introduce error.  

Slide 20: Diagram of Valid, Reliable, Precise

This diagram can help to solidify the previous criterion and to hone in on understanding precision.   Allow the participants a few moments for the diagram to sink in and then go forward with your explanation.  

This picture represents three dartboards and the XXX are measurements.  The closer the measurements are to the center of the dartboards, the more accurate/valid, reliable and precise they are.

We want to aim for our data quality to be in the center.  The data quality plan helps you aim towards the center of the target and plan for the times the target is missed.

Slide 21 - 23: Integrity

Here again it can be helpful to gauge participant experience and knowledge of this word before jumping into your explanation.  

Regarding data quality, integrity refers to the truthfulness of data.  Do the data at hand represent the actual data they are meant to?

Data integrity can be introduced through persons involved with the data or through technical means.  This can be willful or non intentional.  

Threats to Integrity

The barriers to integrity in data quality are categorized into three T’s to make it easier (it’s not essential).

Three threats to integrity: time, temptation and technology.

There exist temptations or incentives to produce data that are false.  Can anyone think of a reason for this?  At times, when there are reports due, deadlines to meet, and/or demand for data that is not complete is high, a temptation for producing false data can occur.  Another example is incentivizing those who are collecting data to produce more data.  

Technology can be our greatest ally in data management, but it can also be our greatest challenge.  Are any of you familiar with using Excel spreadsheets?  If you are, then you know that even one incorrect formula can corrupt your entire spreadsheet.  Data and databases are prone to these types of technological issues that lead to false data.  

Some threats to the integrity of data are corruption of the data. This can happen numerous ways: Unintentionally as in the Excel spreadsheet example mentioned or intentionally through personal manipulations.  Without having a system of verification and validation in place, threats to data integrity will remain.  

Slide 24: Data Quality Plan

This is to draw participant attention back to the  M&E Plan development process of the training.  Remind them that they will be applying what they’ve learned in this session to their M&E Plan, specifically the Data Quality Plan.  The Data Quality Plan components will vary for various organizations but recommended components are including in the corresponding section of the M&E Plan Template.  

A data quality plan is simply a document that guides the data quality management process.  Data quality is assessed based on the five criterion and then managed.  Various tools exist to help us in the process.  We will focus on a few in this training.  Your indicator information sheets are a great data tool in themselves that help you manage everything about a piece of data by indicator.  Your data quality plan also produces an audit trail which helps in data quality self assessment and external audits.  

Slide 25: Framework for Data Quality Assessment

This diagram is a good way to illustrate how the 5 criterion are used at each stage of the data process.  Allow a few moments for participants to take a look at this diagram.  Then begin to explain.  

This is an example of a framework for data quality assessments.  You can see we use the 5 criterion to assess our information system along the flow of data in our information system: Source, Collection, Collation, Analysis, Reporting, and Usage.  We examine data along each step of the way using our 5 criterion.  

Let’s take a closer look at the criterion for data quality applied at each data/ information stage.  

Slides 26 – 28: SOURCE data quality issues

As you go over the data stages, try to have participants think through their own experiences.  For Source example, have participants think about their own actual data sources.   

Begin by examining the source of data.  These are your training logs, activity registers, or service records.  Are there opportunities for introducing data quality issues here?  Remember the 5 criterion, VRIPT, and now re-examine your data sources.  

Slide 27

Some steps you can take to improve data quality at its source are to take any data quality issues that arise and look at how your data source instrument is designed.  Perhaps there are simple changes that can be made to improve data quality.  In doing this, you will want to consider including others involved in this particular data activity as their insight can prove to be quite valuable.  

Slides 29 – 31: COLLECTION data quality issues

Here again, have participants process this topic by thinking through their own experiences in data collection.  This will help them relate data quality issues at collection and also understand ‘threats’ to collecting quality data as well.  It’s something that many participants may be familiar with.  

Here are a few common data quality issues present in the collection stage.  Data collection can be done quite quickly, as a side activity, and inconsistently.  

Slide 30

Observe how data are being collected and develop one routine way of performing this task.  Confirming that this process is well understood is also important.  Also, make sure that all items needed to perform the task of data collection are available.  

Slide 31 

To maintain consistency for collecting data, where needed, you can also develop Standard Operating Procedures.  This should not replace training and supervision but can strengthen understanding and improve institutional memory of procedures.  

Slides 32: COLLATION

Have participants explain their own understanding of the collation process.  Confirm and supplement as needed.  

Decide the collation process ahead of time by developing check lists of important or regular steps.  Also, installing a verification process, by someone outside of the data activity, will go a long way in decreasing simple mistakes and data entry errors.  

Slide 33

Check and recheck your data processes.  When problems are identified (don’t freak out!), document them and report them so that the issue can be addressed.  Tracing the problem to its roots will troubleshoot for the future.

Slide 34: ANALYSIS 

Read from slide and ask if participants have other examples or additional questions.  

Slide 35: REPORTING

Read from slide and ask if participants have other examples or additional questions.  

Have an external eye when processing data for reporting.  First, examine and prepare the data without the story behind the numbers - make sure the ‘numbers add up.’  

Slide 36: USE

Read from slide and ask if participants have other examples or additional questions.  

When using data, you can also maintain data quality by recalling the 5 criterion.  Use information in communication by holding back assumptions and opinions and focus on the information / data that are available.  Sharing with the information user aspects of the quality of that information will serve to strengthen whatever it is that you are communicating.  You have data quality on your side.  

Slide 37: Minimizing Data Quality Risks

These are four categories of how participants can think about minimizing data quality risks.  Go over these listed on the slide and ask participants if they have additional points to add.  

To minimize data quality risks you’ll want to have the right technology in place.  The ‘right’ technology is the appropriate system for your needs.  It doesn’t necessarily mean the most expensive or recently developed state of the art database.  Training staff in the collection and management of data is important.  You will also want to transfer to personnel an understanding of why maintaining quality data is important.  Help others understand their role in this task.  When data quality issues arise, document and manage.  And also know your limits.  There may be circumstances when outside assistance is the most appropriate solution.  

Slides 38 – 39: Data Quality Audit

You want to cover the basic process of a Data Quality Audit for general understanding and so that participants can prepare for any future audit.  

Many organizations receiving outside funding will at one time or another go through a data quality audit.  These are the basic steps in this a data quality audit.  Has anyone here been involved in this process?

We’re going to take a brief look at this process so that you can better understand and be prepared for an audit.  Your goal in data quality management is to operate as if a data quality audit is always on its way.

Slide 39

DQA Process

Read through DQA process beginning at upper right
For your own Data Quality Process you can begin by training staff in Data Quality and have conversations for understanding and engagement in your own Data Quality Management plan.  

Next, perform your own self-evaluation (contained in M&E Plan template) to assess your own current Data Quality constraints.  Run error logs if this exist.  You want to encourage staff to record any data errors that come up.  These error logs are reviewed during this process to track common data quality issues.  Compile a short report of findings.  Complete and update your Data Quality plan and have Indicator Information Sheets completed.  

Auditor will then review your self-assessment. She will then review your error logs and examine partner data (up and down stream).  She will then follow the audit trail to your database.  Output reports (donor reports) are audited.  That is to say, she will follow a reported piece of data from report back to database, and on back through the data stages to collection and source. Sometime after she will submit the audit report.  

You will then examine the auditor report noticing any data quality non-compliance notes.  At this time, you are given and opportunity to close (address) any non-compliance issues.  Steps should be taken to address any noted ‘risky’ data practices.  You should then update the data quality plan, including indicator information sheets, as need.  

Slide 40: M&E Plan Tasks

Spend a few moments to clarify any data quality topics, as needed.  Probe for understanding.  Ask participants to name the five criterion once again, repeat, and ask again along with definitions.  Ask for other questions.  

Any additional questions on this data quality audit process?

Any last questions on data quality management?

You can briefly go over the Data Quality Plan in the M&E Plan template.  Show them briefly how to use these sections to guide their data quality management process.  

As with the other sessions, you will now be given time to work on the corresponding components in your M&E Plan.




Session 8: Engaging Stakeholders

Time:    2 Hours

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· PowerPoint Slides

· Handouts

Objectives:

By the end of this module, participants will:
· Define stakeholder engagement

· Demonstrate knowledge of stakeholder engagement process to achieve program objectives

· Demonstrate knowledge of stakeholder engagement to address a variety of program barriers
Take Home Messages:

· Without engagement, any activity can fail.  

· Engagement is how you keep people going; it empowers individuals and groups to take initiative.
· Strengthening monitoring and evaluation in any organization or program requires everyone’s involvement; planning how you will engage them is vital to building M&E capacity.  
	Trainer Notes: 
	STEPS:

	
	Slides 1-3:

Introduce the Session.  At this point in the training, you will want to note that participants may have a tendency to ‘check out’ which is understandable on the 5th day of a week-long training.  Take stock of this before beginning the session, regroup the participants, and focus their attention on the final topic.  

Without engagement, any activity can fail.  

In this last session of the M&E Capacity Strengthening workshop, we want to send you off with one more set of skills in your suitcase: strategies for engaging stakeholders. 

Think of Stakeholder Engagement as a supplemental activity that must accompany each task or activity in a program.  

You have the plan: The M&E Plan.  But in order for any plan to succeed, you need lots of different people to buy into your plan.  For this reason, we plan various strategies for engaging stakeholders.

Slide 2

Read through learning objectives.  

Organizing Framework, considering stakeholder engagement.   Note to participants how each puzzle piece is held together by cooperation and involvement.  Effective human involvement is achieved through stakeholder engagement.  

Slide 3

Looking back at the framework for an M&E system, we’ve covered lots of pieces of this circular puzzle.  These are the things that will make your M&E system work.  

Take a look at the various components… what is one thing that they all have in common?  Yes, one thing all of these pieces have in common is INFORMATION.  What is another thing they have in common?  All of these pieces involve PEOPLE.  Nearly everything we do in M&E involves other people.  To share information you need other people right?  Another name for people can be STAKEHOLDER.  We’ve discussed definitions of stakeholders and by now you have a pretty good understanding of your own program stakeholders.  So, to accomplish anything we do, either in our programs, or even in our monitoring and evaluation activities, we need people.  It’s common to have a plan for our programs and how they will be carried out.  It’s also common to have an M&E Plan.  But for either of these plans to come to fruition, we need people.  For this reason, we have to plan so we understand who we need.  

You’ll remember some of the Stakeholder tools we covered on Wednesday in the Information Use session.  In this session, we are going a step further and unpacking the process of how to engage people, our stakeholders.

Slide 4:

Defining the Stakeholder Engagement Process.  Here again, the focus is on ‘process’.  Stakeholder engagement is not just something that is ‘done’, but rather, it’s a way of doing things.  This is especially vital in monitoring and evaluation as successful information systems require active human involvement.  

What comes to mind when you hear the word engagement?  Commitment? Involvement?  

In this context we are defining engagement as active participation in the task at hand.  In considering your task at hand, whether it be implementing a program activity or appealing to a funding institution, active participation can occur in many ways and at various places: planning, implementation, replication, etc.  

Engagement is a collaborative process.  As you’ve already examined, there are various types and levels of stakeholders.  You decide how many you will engage based on a process of prioritization.  

Once you decide who you want to engage, you will also decide how or how much to engage various stakeholder groups. There is a full range of what participation means in regards to various stakeholders.  Engaging them to participate can range from a simple phone call update on progress made to a complete strategy of engagement for a stakeholder group.  Each stakeholder, on some level, is engaged on a different level.  

Slide 5: Why to engage

Stakeholder Engagement is not rocket science, but its value is still often overlooked.  It is something that participants are already doing.  You can draw upon their experiences to drive home value of engagement.  Through a more defined process we are working towards more consistent, thorough, and systematic stakeholder engagement.  

Engaging stakeholders increases information use and information is used to engage stakeholders.  Through a process of engagement, stakeholders are more involved and embrace ownership of the task at hand.  This engagement process, a process of communication of information to increase understanding and buy-in, helps create an environment that nurtures positive growth.  

Slides 6 - 8: Who to engage

No need to spend a lot of time defining each participant’s specific stakeholders since this has been previously discussed.  Here, we are taking stakeholder groups and learning how to be strategic with communication and engagement.  

Ok, again we consider who our stakeholders are.  There is an entire universe of stakeholders out there; on the broadest level anyone or everyone could be considered a stakeholder.  We are all connected to the broadest visions of our programs.  But we must of course prioritize who we will decide to include as stakeholders and who we will engage.  

In your stakeholder list, have any of you mentioned stakeholders outside of those who support what you do?  Stakeholders who disagree, compete, or challenge what it is that you want to accomplish, are a key group.  This could mean many different types of stakeholders.  

Give me some examples of stakeholders from opposing groups, those who do not share you vision?  Great, as we move forward, remember to consider and include them in your engagement strategies.  The wider range of stakeholder groups consider, the stronger your engagement strategy will be.  

Slide 7:

This list is just an example. It is meant to generate broader considerations of stakeholder groups.  Participants can verbally add to this list.  

Here’s a list of a variety of stakeholder groups in an HIV/ AIDS program.  

Look with particular interest at stakeholders who have the interest, expertise, resources or influence to be champions for change.  Whether you’re talking about program changes or policy changes, engaging such a champion can help drive a positive outcome.

Slide 8:

Each group of stakeholders differs; they have different perspectives, experiences, understanding of your activity, and therefore engagement must be tailored accordingly.   

What each stakeholder group can offer should vary.  You must consider your task at hand and think of the various pieces, the many different steps, small and large, that will be taken over the course of accomplishing this task and take a broad look at all the different people and groups of people who could be involved.  

Different stakeholders need different information.  

We look at advocacy in government, public awareness, technical expertise, resource mobilization, and personal experiences for those directly affected by the issue at hand.  

Slide 9: Process of Engagement

Engagement begins before activities are implemented and continues after completion.  

In the past, stakeholder engagement was often limited to a pre-project briefing and post-project debriefing.  The primary objective was to get people to endorse an initiative that was already formulated.  “How do we get people on board with our idea?”  Stakeholders may have been solicited for their feedback later, but not for their active involvement in project development. 

A more complete engagement process, from beginning to end of your task, will also result in stronger outcomes, increased awareness, and information use.  

Slide 10 - 11: Barriers and Constraints

Similar to how you’ve explained Data Quality, there is a balance between what is ideal and what is practical.  Explain that we aim for the ideal with considerations of real life constraints of budget, time, etc.  

So involve everyone right?  Of course it’s not quite that easy and there are some barriers to engaging any stakeholder.  

If you’ve heard, “too many cooks spoil the soup” you’re familiar with the first point.  Getting many opinions is helpful, but also takes more time and can add to the complexity of whatever it is you are trying to accomplish.  

We also can increase expectations the more groups of people we involve.  Additionally, the more people we involve, the greater transparency we offer which can add accountability.  Transparency and accountability are not bad, but we want to understand the implications each time you consider engaging additional stakeholder groups.  

Slide 11: Addressing barriers

In order to address certain barriers and constraints in engaging stakeholders, you will want to:

Clearly define the goals & objectives of the activity at the beginning. In stakeholder meetings, be clear about the anticipated outcomes, so as not to form unrealistic expectations. 

Identify the core, most essential stakeholders to engage.  Then identify the maximum set of possible stakeholders.  The optimum set will be somewhere between.  

Consider time and resource limitations

Keep the scale of stakeholder involvement appropriate to the size/level of the intervention being proposed and the population coverage of the M&E activity.  More is not necessarily better.

Be considerate of people’s time

Be aware of the political or culturally sensitive nature of some topics, and how stakeholders may react.

Slide 12: Audience Analysis

This is one example of a tool to strengthen stakeholder engagement.  There are others in the toolkit that you can over at the end of the session.  

A Tool for Engagement: Understand stakeholder 

We will give you tools to help in the process of engaging stakeholders.  Understanding who to engage and how to engage them is as important as any other portion of your activity.  This is an important part of our monitoring and evaluation / information system - sharing information effectively and appropriate is how programs grow.  

You will want to employ these engagement strategies as you work towards increasing capacity of your program’s/ organization’s M&E system.  Think about M&E as your activity, and then consider often, who are stakeholders and how will you engage them?

This audience analysis is a tool to strengthen understanding of each of your program’s stakeholders and their specific information needs and requirements.    

Slides 13 - 17: Engagement Process

Outline the steps of engagement in these three steps.  Again, this process is not complicated but it’s rarely carried out thoroughly.  Try to have participants provide examples of the actions taken during each of steps.  Have participants consider how to use these steps to engage people in their places of work in monitoring and evaluation.  

Step 1

Now that you’ve chosen your initial stakeholder group, you then begin this process as outlined in these three steps. 

Step 1:  You come together.  This about more than simply assembling a group of people and sharing some information, although that is important.  It’s also about establishing the beginning of working together.  It’s about building trust, which is key to progressing forward through differences and challenges.  It’s time for you to hear opinions, ideas, and for discussion/decisions on first steps.  

Slide 14

Step 2:

The second step is moving forward from that initial process of beginning together.  You take discussions and decisions and convert them into action.  At this time, you can then consider engagement with some of your secondary stakeholder groups.  Maybe not everyone is involved in the initial discussion, but perhaps there are groups that strategically you will want to include at this time.  

As the process of engagement is woven through the task at hand, you are also facilitating the creation of dynamic partnerships, groups coming together and strengthening individual efforts through the synergy of combined work.  

Step 3:

Engagement is how you keep people going; it empowers individuals and groups to take initiative.  

The third step can often be the most challenging.  Bringing people together can be fun.  Moving forward from discussion to action can be straightforward, at least initially.  But keeping things moving forward, sustaining momentum, in anything, and also in the process of engaging stakeholders can be a challenge.  

These are some things that you can do to keep the momentum going, even through various challenges.  Beyond brining people together, you are creating groups, networks, or linkages that are built upon common goals or interests.  You are building relationships that often self-sustain even after the life of your task at hand.  

Developing various leadership roles will serve you in two ways: It brings out higher levels of involvement and empowerment and it spreads out the work load of the task at hand.

You also use information to sustain momentum in this engagement process by monitoring progress as you go.  Emphasizing results and progress made can go a long way in sustaining momentum.  We all want to be reminded that we’ve accomplished something and are working towards achieving success!

Slide 16:

Stakeholder Engagement, Information Use, and Data Quality are vitally linked.  

Through these steps we can promote understanding, improve collaboration and cooperation, and best achieve our goals while improving the quality of data and the use of information.

The data will be useful:  By inviting diverse and relevant viewpoints into design processes, Stakeholder Engagement ensures that project design thoroughly reflects cultural, political, economic and social realities.

The data will be used: By enabling people to gain ownership in the activity, Stakeholder Engagement increases commitment to quality and increases trust and utilization of the information for future use and decision-making.

Slide 17:

This slide summarizes broadly what stakeholder engagement accomplishes.  Use this time to take questions and process participant understanding of this topic.  

By going through a process of stakeholder engagement, your activity is more likely to deliver ‘real-world’ benefits.  You’ve included a wide range of stakeholders whose cumulative experiences, knowledge, and perspectives inform your program design so that it considers the reality of the real world variables, taking them into account, and planning for them.  

Slide 18: Engagement Strategies

Beyond a step by step process of engagement, you can also explain to participants how to enhance stakeholder engagement by considering these points.  Ask participants to think of time when they had difficulty getting their colleagues or perhaps clients ‘on board’ with a particular idea.  How might they have used the following points to strengthen their engagement process?  

These are some points to remember to enhance any process of engagement.  When you are faced with trying to gain buy-in towards accomplishment of a task or program activity, you can draw upon these points.  

Creating a compelling vision. What is it that you, together, want to achieve?

Establishing urgent need. Why, what will happen without?

Leading the change. Good leaders create leaders, not just followers. Demonstrating each person’s role (leadership) in M&E

Engaging various levels of stakeholder 

Charting transition. Demonstrate progress made towards achieving your goal.  Celebrate successes.  

Aligning systems.  Know what you have on hand and what you do not.  Consider needed resources, staff, communication systems, etc, which are needed.  

Sustaining energy

The positive choice.  In everything we do there can and likely will be challenges.  How we face these challenges is critical to continued stakeholder engagement.  The easy thing to do, when faced with barriers and problems, is to complain.  The smart thing to do is to take note of the barrier and address it as that.  It is self-destructive to make a barrier into something negative.  Practice this.  You’ll note in a short period of time, how contagious facing difficulties in a positive manner can be.  Reducing negativity, sticking to the facts at hand, sustains energy in continued engagement.  It’s just a smarter way to work.  And that’s what M&E is all about: working smarter, not harder.  

Activity:

As a group, brainstorm and list on flip chart all possible barriers to Monitoring and Evaluation in the work place.  Participants should consider barriers they will likely face once returning to their programs and work towards incorporating new M&E practices from this week.   Specifically consider Information Use, Data Quality, and overall increased involvement in M&E and use of the M&E Plan.  

Using the Engagement Strategies as outlined on previous slide, participants will work in groups to outline specific steps that could be taken to address the barriers listed.  

Participants are asked to be as specific as possible.  On a separate flip chart, list out ideas that have come out as strategies to address barriers to Information Use and Data Quality.  This list should be typed out and disseminated to participants (strengthen and add to list as needed) one week after the training.  




Session 9: M&E Plan Development

Group Processing Session

Day 5:  Morning Session

Time: 2 hours 30 mins

Materials:

· Flip chart

· Markers

· LCD, Laptop & Screen

· Participant Plan component materials (slides / diagram) for discussion.  

Objectives:

By the end of this module, participants will:
· Demonstrate understanding of the dynamic process of engaging others in creating and using their M&E Work Plan.

· Generate critical feedback to other participant groups.

Take Home Messages:

· Monitoring and Evaluation is a PROCESS.  

· M&E Plans must be created while fully engaging a wider organizational stakeholder group.  

· M&E Work Plans must be updated and allowed to grow to meet the needs of the ever-changing program environment.  

· There’s much we can learn by sharing our challenges and our strengths with others.  

	Trainer Notes: 
	STEPS:

	
	The planning for this session actually begins on the first day of this training.  In this first session, as you go over the workshop agenda, you will also explain to participants that they will be preparing for their presentation during this  M&E Plan sessions all week.  As a reminder, the M&E Plan Development time is not meant to be simply a useful activity for the workshop, but it is valuable time for participants to use the session topic information to strengthen their actual program M&E work.  The M&E Plan is not meant to be an ‘example’.  It is a way for participants to process and strengthen their actual M&E system.   And thus the real value of this sharing session is gaining critical feedback from colleagues with a wide-range of experiences and knowledge - a rare opportunity.

As the lead facilitator, your role will be to fill the available time for processing participant M&E Plan development with different components of the M&E Plan from various participant groups.  To accomplish this assignment you will need to have several discussions through the week with various groups / or individuals attending the training.  You will want to ask for volunteers, one-on-one early on during the week.  And each day you encourage additional groups to sign up with you for presenting during the M&E Plan processing day.  

You will want the discussion to cover a wide-variety of M&E Plan development processing.  For this reason, as groups begin to sign up, you will want to encourage groups to choose topics not already being presented.  At some point in assigning presentation topics, you may need to move from taking volunteers, to assigning M&E Plan topic areas to a specific group.  

Throughout the week, as the lead facilitator you will manage the selection and assignment process; it is not meant to be a democratic process.  You want as many groups to participate as possible.  Also note, depending on the training group size, not all participants will be able to present.  

A typical sharing session could include each group presenting on their development on each of the following  M&E Plan component areas: Introduction to the  M&E Plan, Program Frameworks, M&E Frameworks, Indicator Information Sheet, Information Use Plan (or one tool incorporated), and Data Quality Plan.  You will get to know your training group during the week.  You can steer towards assigning less-experienced groups with easier components (M&E Plan Intro Section) and for groups who have perhaps arrived with some of the M&E Plan developed, you can assign them trickier sections (Developing outcome indicators for your M&E Framework).   By the end of the sharing session, the main components of the M&E Plan should be covered.  

The main point of this sharing session is for participants to learn about the PROCESS of developing M&E Plans.  The focus is NOT on how it is done right and what has been done wrong.  We want to see groups highlight what they struggled with as well as what they accomplished.  The second main purpose of this session sharing.  Other participants are asked specifically to examine what is being presented and critically respond to this work.  Participants in the audience should be taking notes during each presentation.   

Presentations should be no more than 20 minutes long followed by 10-15 minutes of discussion.  Times may be adjusted according to training group size.  Each group presenting will provide a short overview of the program to which their M&E Plan corresponds.  They will then summarize the process they went through in developing their particular M&E Plan component.  Again, participants are asked not to present on what is their best, but rather to present on something they could benefit from gaining some additional input.   According to time available for this session, each main M&E Plan component should be covered.  Presentations are given in order they appear in the M&E Plan.  

As a facilitator, you may need to model how to give feedback and receive feedback.  Also carefully manage the time and the discussions so that they do not fall away from the main purposes of this session.  
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