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CORE MODULE 3:
Developing a Monitoring and Evaluation Work Plan

This Monitoring and Evaluation series is based on the assumption that Core Module 1 (Introduction to
Monitoring and Evaluation) is always the first module, that it is followed directly by Core Module 2
(Collecting, Analyzing, and Using Monitoring Data), which is followed by one or more of the optional
technical area modules (Modules 4 through 10), and that in all cases the final module is Core Module 3
(Developing a Monitoring and Evaluation Plan). The specified sequence is shown below:

1. Core Module 1: Introduction to Monitoring and Evaluation

2. Core Module 2: Collecting, Analyzing, and Using Monitoring Data
3. Optional Technical Area Modules 4 through 10
4

Core Module 3: Developing a Monitoring and Evaluation Plan

Learning Objectives

The goal of the workshop is to increase participants’ capacity to develop and implement
comprehensive monitoring and evaluation work plans for country/site specific HIV/AIDS/STI Prevention,
Care and Impact Mitigation programs.

At the end of this session, participants will be able to:
¢ Understand the rationale, key elements, and steps required to develop a Monitoring and
Evaluation Work Plan
e Apply program goals and objectives in developing a Monitoring and Evaluation Work Plan

e Develop program monitoring and evaluation questions and indicators and review the issues
related to program evaluation, including selection of data collection methodologies

e Review Monitoring and Evaluation Work Plan implementation issues: Who will carry out the
work? How will existing data and past evaluation studies be used?

e Identify internal and external evaluation resources and capacity required for implementation of
a Monitoring and Evaluation Work Plan

o Develop and review a Monitoring and Evaluation Work Plan matrix and timeline
e Understand monitoring and evaluation data flow

o Develop and/or review and implement a monitoring and evaluation work plan of a country/site
program, taking into consideration donor, FHI and country/site (government) requirements

o Apply the M&E Work Plan Template in developing an individual country/site/program activity
work plan (semi-annual plans, annual plans)

Session Overview and Schedule

TIME TOPIC TRAINING METHOD

8:30-8:45 15 min A. Welcome and Review Facilitator Presentation

8:45-10:00 75 min B. Overview of Monitoring and Evaluation Work Plans Facilitator Presentation,
Discussion,

Small Group Activity

10:00-10:15 | 15 min BREAK

10:15-10:30 | 15 min B. Overview of Monitoring and Evaluation Work Plans Facilitator Presentation
(cont’d)
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Session Overview and Schedule

TIME TOPIC TRAINING METHOD

10:30-12:00 | 90 min C. Creating a Monitoring and Evaluation Work Plan Small Group Activity

12:00-1:00 60 min LUNCH

1:00-2:30 90 min C. Creating a Monitoring and Evaluation Work Plan Small Group Activity
(cont’d)

2:30-2:45 15 min BREAK

2:45-3:15 30 min C. Creating a Monitoring and Evaluation Work Plan Small Group Activity
(cont’d)

3:15-4:30 75 min D. Presentation of Monitoring and Evaluation Work Small Group Activity,
Plans Discussion

4:30-4:50 20 min E. Disseminating and Using Monitoring and Evaluation Full Group Discussion
Results

4:50-5:00 10 min F. Wrap-Up Full Group Activity

Materials
e  Flipchart paper and stand ¢ Handout: Key Elements of M&E Work Plan
e Markers e Handout: Seven Steps to Developing an M&E Work Plan

e  Pens or pencils
e Tape or Blue-Tac
e Evaluation form

participant

e Overhead: Key Elements of M&E Work Plan

e Overhead: Seven Steps to Developing an M&E Work Plan
e Overhead: Assessing How Well the Evaluation Plan Works
e Half-sheets of colored paper, one for each e Handout: M&E Work Plan Template (distributed

separately by facilitator)

e Facilitator Reference: Developing a
Monitoring and Evaluation Work Plan

Core Module 3:
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A. Welcome and Review

| 8:30-8:45 | 15 min | A. Welcome and Review | Facilitator Presentation |

Facilitator Note: Before participants arrive, place small signs with country names on them at each
table/table cluster, and as participants enter the classroom, welcome them and ask them to sit at a
table identifying the country where their program is. The seating arrangement will facilitate cross-
fertilization of ideas among participants from countries with and without current M&E work plans.

8:30-8:40 (10 min)
1.  Welcome Participants and Group Introductions

Thank participants for arriving on time and remind them (in a humorous way) that anyone who arrives
late will be subject to shame and humiliation from the whole group.

Next, because this module (Core Module 3: Developing a Monitoring and Evaluation Plan) is the last
module, delivered after Core Module 1 (Introduction to Monitoring and Evaluation) and Core Module 2
(Collecting, Analyzing, and Using Monitoring Data) and after any of the Optional Technical Area
modules (4 through 10), participants will be familiar with each other. Therefore, each morning during
this time, the facilitator can take about 15 minutes to review with the participants the material they
have learned in the preceding modules. This provides an excellent opportunity to generate energy
among the group by asking the participants to ask questions of each other, to quiz each other, and to
see who has the answer. This review activity can be light, energetic, and even humorous. Encourage
participants to stand up or do something else physical as they ask or answer their questions.

8:40-8:45 (5 min)
2.  Overview of Workshop Objectives and Agenda

The goal of this workshop is to build your skills in developing and implementing comprehensive
monitoring and evaluation work plans for country/site-specific HIV/AIDS/STI prevention, care, and
impact mitigation programs.

At the end of this session, participants will be able to:

e Understand the rationale, key elements, and steps required to develop a Monitoring and
Evaluation Work Plan

e Apply program goals and objectives in developing an M&E Work Plan

o Develop program M&E questions and indicators and review the issues related to program
evaluation, including selecting data collection methodologies

o Review M&E Work Plan implementation issues: Who will carry out the work? How will existing
data and past evaluation studies be used?

¢ Identify internal and external evaluation resources and capacity required for implementation of
an M&E Work Plan

e Develop and review an M&E Work Plan matrix and timeline
e Understand M&E data flow

e Develop and/or review and implement an M&E Work Plan for a country/site program, taking
into consideration donor, FHI, and country/site (government) requirements

o Apply the M&E Work Plan Template in developing an individual country/site/program activity
work plan (semi-annual plans, annual plans)
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There will be a 15-minute mid-morning break, lunch will be from 12:00 to 1:00, and there will be a 15-
minute mid-afternoon break. We will finish the workshop by 5:00 p.m.

B. Overview of Monitoring and Evaluation Work Plans

8:45-10:00 75 min B. Overview of Monitoring and Evaluation Work Plans Facilitator Presentation,
Discussion,
Small Group Activity

Materials
e Handout/Overhead: Key Elements of Monitoring and Evaluation Work Plan
e Handout: The Seven Steps to Developing an Monitoring and Evaluation Work Plan

8:45-8:50 (5 min)
1. Overview of Monitoring and Evaluation Work Plans

Tell participants: You have learned about the critical elements of monitoring and evaluation in
previous modules, and you have shared and learned knowledge and skills about the “what,” “why,”
“how,” and “when” of monitoring and evaluation. Today, the final day of the training, we will practice
developing a complete Monitoring and Evaluation Work Plan.

The Monitoring and Evaluation Work Plan is a flexible guide to the steps you can use to document
project activities, answer evaluation questions, and show progress toward project goals and objectives.
As a guide, the M&E Work Plan explains the goals and objectives of the overall plan as well as the
evaluation questions, methodologies, implementation plan, matrix of expected results, proposed
timeline, and M&E instruments for gathering data.

To ensure that M&E activities produce useful results, it is essential that you incorporate M&E in the
program design stage. Planning an intervention and designing an M&E strategy are inseparable
activities. To ensure the relevance and sustainability of M&E activities, project designers must
collaborate with stakeholders and donors to develop an integrated and comprehensive M&E plan.

Projects at all levels, whether single interventions or multiple integrated projects, should have an M&E
plan in place to assess the project’s progress toward achieving its goals and objectives and to inform
key stakeholders and program designers about M&E results. Such plans will guide the design of
monitoring and evaluation, highlight what information remains to be collected and how best to collect
it, and suggest how to use the results to achieve greater effectiveness and efficiency.

Comprehensive M&E plans should describe the overall goals and objectives of the country program
(i.e., they should be site-specific); the specific M&E questions, methods, and designs to be used; what
data will be collected and how; the required resources; who will implement the various components of
the M&E work plan; and the timeline of the M&E plan.

Monitoring and evaluation work plans are often written to cover a four- to five-year period because
they may involve numerous M&E efforts on multiple interventions for different target populations.
Some of these M&E activities require time to observe intervention or program outcomes (immediate or
short-term effects) as well as overall program impact (long-term effects).

Core Module 3: 4
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8:50-9:05 (15 min)
2. Developing a Monitoring and Evaluation Work Plan

Facilitator should review Handout: Key Elements of Monitoring and Evaluation Work Plan with
participants.

e As we learned earlier, it is important to involve program planners, evaluators, donors, and
other stakeholders (e.g., National AIDS and STD Control Program, National AIDS Commission,
and other multisectoral program partners) throughout the development and design of the M&E
work plan.

e Stakeholder involvement in the early phases helps ensure that results obtained from an M&E
effort will be used in an ongoing manner. Involving members of the target community also
helps inform the process.

3. Seven Steps to Develop a Monitoring and Evaluation Work Plan

Facilitator should review Handout: The Seven Steps to Developing a Monitoring and Evaluation Work
Plan with participants.

9:05-9:20 (15 min)
4, Opportunities and Barriers for M&E Work Plan Development and Implementation

You will often find opportunities to develop and implement monitoring and evaluation plans for your
programs, projects, and interventions. You will also encounter barriers to being able to conduct
monitoring and evaluation efforts. The idea is to, as a team, identify in the planning stage
opportunities and barriers with a view toward problem-solving and maximizing opportunities. You can
design some of these solutions into your work plan and be flexible so that you can make adjustments
within the context of your work plan to account for issues that may arise during the M&E process.

Group Activity

Divide the participants into four groups of about five people each.
Then ask:

Group 1 to list opportunities for developing a Monitoring and Evaluation Work Plan
Group 2 to list barriers to developing a Monitoring and Evaluation Work Plan
Group 3 to list opportunities for implementing a Monitoring and Evaluation Work Plan

Group 4 to list barriers to implementing a Monitoring and Evaluation Work Plan

Ask each group to create these lists in the context of faith-based interventions.

Facilitator Note: When doing this activity, the groups often lean toward more “generic”
opportunities and barriers, but encourage them to come up with responses specific to faith-based
interventions).

Core Module 3:
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9:20-9:40 (approx.) (20-25 min)

Give the groups 10 minutes to generate their lists.

Facilitator Note: You can help the groups create and prepare their lists in a timely manner by
walking around and visiting the different groups and asking them how they’re doing (“Have you
decided on the barrier?” “Have you begun your list?”). If a group is falling behind the other groups,
encourage them to move onto the next step, reminding them that this is an example of what they
might include, but that it is not necessary to provide an exhaustive or extensive list.

Give the groups another five minutes to select one barrier, propose a way to overcome it, and prepare
to “act out” the barrier and solution they identified for the rest of the class. Invite them to do so by
singing a song, writing a poem, engaging in role-playing, or using any other creative approach.

Facilitator Note: When it is time for the groups to decide how they will present to the group, ask
them if they would like to use markers to create signage or if there is anything else they need. Also
encourage creativity, letting them know that a song, skit, TV commercial, or anything else they
think of is entirely welcome. Keep the groups moving forward from concept to rehearsal or
materials development so they are ready in time.

9:40-10:00 (approx.)  (15-20 min)

Convene the full group and give each group five minutes to demonstrate the barrier and the solution
that they identified. After each group’s presentation, encourage the full class to note what they saw
and learned.

[ 10:00-10:15 | 15 min | BREAK

B. Overview of Monitoring and Evaluation Work Plans (cont’d)

10:15-10:30 | 15 min B. Overview of Monitoring and Evaluation Work Plans Facilitator Presentation
(cont’d)

5. Assessing How Well the Monitoring and Evaluation Plan Works

Planning an HIV/AIDS/STI Monitoring and Evaluation Work Plan is a dynamic process due to the evolving
nature of the key issues, including indicators for M&E programs. Also, the contextual basis of
programming changes over time. Therefore, it is important to periodically assess how well the
Monitoring and Evaluation Work Plan is working, with a view toward making changes as appropriate.

Ask participants to note changes that have taken place within and outside the parameters of their
programs and how this is affecting their M&E plan.

e Example: Another donor is funding a new international NGO to work within the same sites and
target groups in a district in Malawi. How will this affect the existing M&E plan?

Take comments from the participants and sum up using the overhead on “Assessing How Well the
Evaluation Plan Works.”

Core Module 3: 6
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Key questions to be asked to determine if an M&E plan is working include the following:

Key Questions
e Are the M&E activities progressing as planned?

e Are M&E questions being answered sufficiently? Are other data needed to answer these
questions? How can such data be obtained?

e Should the M&E questions be re-framed? Have other M&E questions arisen that should be
incorporated into the plan?

e Are there any methodological or valuation design issues that need to be addressed? Are there
any practical or political factors that need to be considered?

e Are any changes in the M&E plan needed at this time? How will these changes be made? Who
will implement them?

e Are appropriate staff and funding still available to complete the evaluation plan?

e How are findings from M&E activities being used and disseminated? Should anything be done to
enhance their application to programs?

C. Creating a Monitoring and Evaluation Work Plan

| 10:30-12:00 | 90 min | C. Creating a Monitoring and Evaluation Work Plan | Small Group Activity

Materials
e  Workbook for M&E Work Plan Development (distributed separately by facilitator)
o  ME&E Work Plan Template (distributed separately by facilitator)

Small Group Activity

The participants should be sitting at (or should return to) the tables/table clusters they sat at earlier in
the morning.

Each group’s task for the rest of the training period is to develop a Monitoring and Evaluation Work
Plan for a group member’s program. They should follow the steps outlined in the previous sections and
produce a comprehensive work plan that covers all aspects discussed today. Remind them that key
stakeholders normally would be present when they carry out this planning activity. Today they have a
chance to go through the process by themselves. When they return home, they should take others
through this process and incorporate their ideas into the work plan that they have started this week.

| 12:00-1:00 | 60 min | LUNCH

C. Creating a Monitoring and Evaluation Work Plan (cont’d)

1:00-2:30 90 min C. Creating a Monitoring and Evaluation Work Plan Small Group Activity
(cont’d)

2:30-2:45 15 min | BREAK
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C. Creating a Monitoring and Evaluation Work Plan (cont’d)

2:45-3:15 30 min C. Creating a Monitoring and Evaluation Work Plan Small Group Activity
(cont’d)

D. Presentation of Monitoring and Evaluation Work Plans

3:15-4:30 75 min D. Presentation of Monitoring and Evaluation Work Small Group Activity,
Plans Discussion

Ask each group to present its work to the whole class, using 5-10 minutes each to do so. At the end of
each presentation, ask each small group to explain what they really like about their plan, and then ask
the full group what they also like about the plan. Also ask the presenter group what they do not like
about it or ask for questions and invite ideas from the entire group for possible solutions and
recommendations.

E. Disseminating and Using Monitoring and Evaluation Results

4:30-4:50 20 min E. Disseminating and Using Monitoring and Evaluation Full Group Discussion
Results

4:30-4:40 (10 min)

Facilitate a brief discussion on dissemination and use of M&E results using the following key questions:
¢ What information should be distributed?
e Who needs the information?
e How does the information get distributed?

Summarize by saying something like:

“The dissemination of evaluation findings can support the usefulness of evaluation and future
activities—as well as reduce the duplication of evaluation efforts that might result if others are not
aware of the findings of previous evaluation efforts. Furthermore, disseminating results enables us
to teach others that monitoring and evaluation is indeed a tool for improving programs. For these
reasons, a plan for how to disseminate the evaluation findings is crucial to your plan.”

4:40-4:50 (10 min)

Ask participants to list the technical assistance needs required to develop, review, and/or implement
country/site/project-specific work plans. Give participants sheets of paper to record these needs in
order of priority. Technical assistance needs for implementing existing work plans will also be
discussed. This information will be part of the recommendations for action/next steps for facilitators.
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F. Wrap-Up

| 4:50-5:00 [ 10 min | F. Wrap-Up

Full Group Activity

Materials
e Half-sheets of colored paper
e Markers
e  Masking tape or Blue-Tac
e Evaluation Form

4:50-4:55 (5 min)

Distribute the Workshop Evaluation Form to participants and ask them to take five minutes to fill it out

before you lead them in a closing activity.

4:55-5:00 (5 min)

Distribute a half-sheet of colored paper to each individual, and say something like the following:

“This has been an amazing week, where we have learned and shared so much with each other. |
know the other facilitators and | have learned much from you, and | hope with our workshop we
were able to teach you more and support you in your good work. We are all here to do the same
thing: to reduce prevalence, alleviate pain and suffering, and mitigate the impact of HIV/AIDS in
our communities, our countries, and our world. Each of you came into this training with skills and
passion and knowledge, and each of you is full of life experience and more knowledge to share.
Please think of one word that summarizes for you what you feel you contribute to the fight against

HIV/AIDS. Write this one word on your paper.”

Then, as you walk toward each participant and indicate him or her, have them stand, say their one

word, and tape it on the wall.

After everyone has taped their word to the wall, give a closing statement, such as:

“We are honored and privileged to be working side by side with such passionate, committed,

articulate, and professional colleagues as you. Thank you.”

Core Module 3:
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Facilitator Reference

Developing a Monitoring and Evaluation Work Plan

Understand the rationale, key elements, and steps required
in developing a Monitoring and Evaluation Work Plan

The Monitoring and Evaluation Work Plan is a flexible guide to the steps used to document project activities,
answer evaluation questions, and show progress toward project goals and objectives.

O
Apply program goals and objectives in developing a Monitoring
and Evaluation Work Plan

The first step in developing a Monitoring and Evaluation Work Plan requires writing a clear statement that
identifies program goals and objectives and describes how the program expects to achieve them.

Develop and select (as appropriate) program monitoring and

evaluation questions and indicators, and review the issues related to program
evaluation, including selection of data collection methodologies

Evaluation questions should be determined based on inputs from all stakeholders, including the program

managers, donors, and members of the target population.

°
N
=l Determine monitoring and evaluation methods, including identification

1
of outcome indicators, data source, and plans for data analysis

Design methodology should include monitoring and evaluation (as appropriate), data collection methods, an

analysis plan, and an overall timeline for the comprehensive plan.

Appendix: page 1
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Facilitator Reference

Review Monitoring and Evaluation Work Plan
implementation issues

Who will carry out the work? How will existing data and past evaluation studies be used? Roles and
responsibilities for each component of the work plan should be clearly detailed.

S
e Identify internal and external monitoring and evaluation
resources and capacity required for implementation of a

monitoring and evaluation plan

Identifying evaluation resources means identifying not just the funds for the evaluation, but also experienced
personnel who can assist in planning and conducting the evaluation activities.

Develop and review a Monitoring and Evaluation Work Plan
matrix and timeline

The matrix provides a format for presenting the inputs, outputs, outcomes, and impacts—and their
corresponding activities—for each program activity.

Understand monitoring and evaluation data flow

Develop and/or review and implement a monitoring and
evaluation work plan for country/site program, taking into consideration donor
and country/site (government) requirements

The Monitoring and Evaluation Work Plan guides the process that will document project activities, answer
evaluation questions, and identify progress toward goals and objectives. This guide will contain the objectives,

evaluation questions, methodologies, implementation plan, matrix of expected results, proposed timeline, and
data collection instruments.

Core Module 3: Appendix: page 2
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Handout

Key Elements of a Monitoring and Evaluation Work Plan

The scope of the monitoring and evaluation—Specifying program goals and

developing a conceptual framework that integrates the inputs, activities, outputs, outcomes, and
impact and establishes realistic expectations for what monitoring and evaluation can produce.

The methodological approaCh—Determining monitoring and evaluation methods,
including identification of outcome indicators, data source, and plans for data analysis.

The implementation plan—Delineating activities, roles, responsibilities, and a timetable

for identified activities with realistic expectations of when data will be analyzed and results will be
available.

A plan for disseminating and using the results—betermining who will translate
the results into terms understandable to program designers, managers, and decision-makers; how
findings will be shared and used (e.g., written papers, oral presentations, program materials,
community and stakeholder feedback sessions); and the implications for future monitoring and
evaluation.
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Handout

Seven Steps to Developing a Monitoring and Evaluation Work Plan

If these elements have not already been developed, these steps may help to create a monitoring and
evaluation plan.

1 Identify Program Goals and Objectives

The first step requires writing a clear statement that identifies country (site) program goals and
objectives (and sometimes sub-objectives) and describes how the program expects to achieve them. A
program logical model or results framework can then be easily diagrammed to establish a monitoring
and evaluation plan.

The country evaluation matrix in the appendix illustrates a results framework (with sample goals,
objectives, activities, indicators, sources of data and methods, periodicity, and persons responsible) to
gather monitoring and evaluation data at the country level.

This framework illustrates how the role of national governments in monitoring and planning HIV
prevention and care activities complements the strengths of individual projects at the local level. For
example, individual projects do not often conduct impact evaluations because the results are hard to
separate from those of other projects that work toward the same goals. Impact evaluation, most
appropriately measured in large geographic areas, examines whether the collective efforts of numerous
projects are producing the desired effect. These impacts can be measured through sero-surveillance
systems (which monitor trends in HIV and STI prevalence) and through repeated behavioral risk surveys.
Local organizations in direct contact with target groups should evaluate the program’s implementation,
rather than its outcome or impact. This demands greater concentration on quality inputs, such as
training and the pre-testing of communication messages.

This framework also illustrates the time required to show progress at various levels, ranging from
several months for process-level accomplishments (the training of staff) to several years for outcome-
and impact-level goals.

2 Determine Monitoring and Evaluation Questions, Indicators, and
Their Feasibility

In this step, monitoring and evaluation specialists and program managers identify the most important
evaluation questions, which should link directly to the stated goals and objectives. Questions should
come from all stakeholders, including the program managers, donors, and members of the target
populations. The questions should address each group’s concerns, focusing on these areas: “What do
we want to know at the end of this program?” and “What do we expect to change by the end of this
program?”

Framing and prioritizing monitoring and evaluation questions is sometimes difficult, especially when
resources, time, and expertise are limited and where multiple stakeholders are present. Monitoring and
evaluation questions may require revision later in the plan development process.

Core Module 3: Appendix: page 4
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Handout

3 Determine Monitoring and Evaluation Methodology—Monitoring the
Process and Evaluating the Effects

This step should include the monitoring and evaluation methods, data collection methods and tools,
analysis plan, and an overall timeline.

It is crucial to clearly spell out how data will be collected to answer the monitoring and evaluation
questions. The planning team determines the appropriate monitoring and evaluation methods, outcome
measures or indicators, information needs, and the methods by which the data will be gathered and
analyzed. A plan must be developed to collect and process data and to maintain an accessible data
system.

The plan should address the following issues: What information needs to be monitored? How will the
information be collected? How will it be recorded? How will it be reported to the central office? What
tools (forms) will be needed? For issues that require more sophisticated data collection, what study
design will be used? Will the data be qualitative, quantitative, or a combination of the two? Which
outcomes will be measured? How will the data be analyzed and disseminated?

4 Resolve Implementation Issues: Who Will Conduct Monitoring and
Evaluation? How Will Existing Monitoring and Evaluation Results and
Past Findings Be Used?

Once the data collection methods are established, it is important to clearly state who will be
responsible for each activity. Program managers must decide: How are we really going to implement
this plan? Who will report the process data and who will collect and analyze it? Who will oversee any
quantitative data collection and who will be responsible for its analysis? Clearly, the success of the
plan depends on the technical capacity of program staff to carry out monitoring and evaluation
activities. This invariably requires technical assistance. Monitoring and evaluation specialists might be
found in planning and evaluation units of the National AIDS Commission, National AIDS and STD Control
Program, Census Bureau, Office of Statistics, multisectoral government ministries including Ministry of
Health, academic institutions, non-governmental organizations, and private consulting firms.

It is important to identify existing data sources and other monitoring and evaluation activities, whether
they have been done in the past, are ongoing, or have been sponsored by other donors. At this step,
country office monitoring and evaluation specialists should determine whether other groups are
planning similar evaluations and, if so, invite them to collaborate.

5 Identify Internal and External Monitoring and Evaluation Resources
and Capacity

Identifying monitoring and evaluation resources means identifying not just the funds for monitoring and
evaluation, but also experienced personnel who can assist in planning and conducting monitoring and
evaluation activities. It also means determining the program’s capacity to manage and link various
databases and computer systems.

Core Module 3: Appendix: page 5
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Handout

6 Develop the Monitoring and Evaluation Work Plan Matrix and
Timeline

The matrix provides a format for presenting the inputs, outputs, outcomes, and impacts—and their
corresponding activities—for each program objective. It summarizes the overall monitoring and
evaluation plan by including a list of methods to be used in collecting the data. (An example of a
matrix is presented in the appendix.) The timeline shows when each activity in the Monitoring and
Evaluation Work Plan will take place.

7 Develop Plan to Disseminate and Use Evaluation Findings

The last step is planning how monitoring and evaluation results will be used, translated into program
policy language, disseminated to relevant stakeholders and decision-makers, and used for ongoing
program refinement. This step is not always performed, but it should be. It is extremely useful in
ensuring that monitoring and evaluation findings inform program improvement and decision-making. A
mechanism for providing feedback to program and evaluation planners should be built-in so that lessons
learned can be applied to subsequent efforts.

This step often surfaces only when a complication at the end of the program prompts someone to ask,
“How has monitoring and evaluation been implemented and how have the results been used to improve
HIV prevention and care programs and policies?” If no plan was in place for disseminating monitoring
and evaluation results, this question often cannot be answered because monitoring and evaluation
specialists have forgotten the details or have moved on. The absence of a plan can undermine the
usefulness of current monitoring and evaluation efforts and future activities. Inadequate dissemination
might lead to duplicate monitoring and evaluation efforts because others are not aware of the earlier
effort. It also reinforces the negative stereotype that monitoring and evaluation are not truly intended
to improve programs. For these reasons, programs should include a plan for disseminating and using
monitoring and evaluation results in their overall Monitoring and Evaluation Work Plan.

Core Module 3: Appendix: page 6
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Key Elements of an M&E Work Plan

e Scope of the monitoring and evaluation
e Methodological approach
e Implementation plan

e Plan for disseminating and using the results

Core Module 3: Appendix: page 7
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Seven Steps to Developing an M&E
Work Plan

1. Identify program goals and objectives.

2. Determine M&E questions, indicators, and
their feasibility.

3. Determine M&E methodology for monitoring
the process and evaluating the effects.

4. Resolve implementation issues: Who will
conduct the monitoring and evaluation? How
will existing M&E data and data from past
evaluation studies be used?

5. ldentify internal and external M&E resources
and capacity.

6. Develop an M&E Work Plan matrix and
timeline.

7. Develop plan to disseminate and use
evaluation findings.

Core Module 3: Appendix: page 8
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Assessing How Well the Evaluation
Plan Works

Are the evaluation activities progressing as planned?

Are the evaluation questions being answered
sufficiently? Are other data needed to answer these
questions? How can such data be obtained?

Should the evaluation questions be re-framed? Have
other evaluation questions arisen that should be
incorporated into the plan?

Are there any methodological or evaluation design
issues that need to be addressed? Are there any
practical or political factors that need to be
considered?

Are any changes in the plan needed at this time? How
will these changes be made? Who will implement
them?

Are appropriate staff and funding still available to
complete the evaluation plan?

How are findings from the evaluation activities being
used and disseminated? Should anything be done to
enhance their application to programs?

Core Module 3: Appendix: page 9
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MONITORING AND EVALUATION
WORK PLAN
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Introduction’

Monitoring and evaluation (M&E) should be an essential element of every program,
providing a way to assess the progress of the program in achieving its goals and
objectives and informing key stakeholders and program designers about the results.
For M&E to be successful and provide useful results, it must be incorporated into the
program at the design stage. That is, planning an intervention and developing an M&E
strategy should be inseparable, concurrent activities. To ensure the relevance and
sustainability of M&E activities, project designers, in collaboration with national and
local stakeholders and donors, must work in a participatory manner to develop an
integrated and comprehensive M&E work plan.

Projects at all levels, whether they consist of multiple integrated projects or single
interventions, should include an M&E work plan. Such plans will guide the design of
M&E, highlight what information or data need to be collected, describe how best to
collect it, and specify how to disseminate and use the results of M&E.

This comprehensive M&E Work Plan Template describes the overall purpose of M&E;
presents specific M&E evaluation questions, M&E methods, and M&E tools; shows how
to determine what data should be collected and how; describes M&E data flow;
specifies necessary resources and who will implement M&E; and presents a basic M&E
plan timeline and plans for dissemination and data use.

Goals and Objectives of Country Program Monitoring and Evaluation Questions

An important aspect of the monitoring and evaluation plan is to clearly state what are
the crucial questions of interest that can be answered through M&E activities. By
stating these questions at the beginning, M&E specialists are better prepared to
design tools, instruments, and methodologies that will gather the needed information.
The following pages contain a list of the most important questions to be answered by
a monitoring and evaluation plan. In addition, methods for answering some types of
questions have been identified and illustrated, along with indicators in the Country
Monitoring and Evaluation Matrix (see page 22).

The questions should be a combination of (1) questions that your organization would
like to be able to answer, (2) questions that when answered will allow you to show
progress toward your program goals and objectives, and (3) questions that when
answered can be reported to USAID (or other donors as appropriate) in response to
their Strategic Objectives, Results, and Intermediate Results. The questions listed
below represent some core indicators for USAID. Your program will probably have
additional questions that you want to pose in order to manage your program, to
improve your program, or to answer some of the “why” questions about your target
group and program. In addition, these questions may lead your program into new
areas.

' Taken from Monitoring and Evaluation Guidebook, Chapter 2, “Developing an integrated and
comprehensive monitoring and evaluation plan,” by Deborah Rugg and Stephen Mills, in process.

Core Module 3: Appendix: page 12
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lllustrative Monitoring and Evaluation Questions (USAID Core Indicators)

Capacity-Building:
How many training sessions were held to build organizational capacity and how many
people have been trained?
How many commodities and/or drugs have been procured?
How many proposals have been developed and how many projects have been
designed?
How many organizations have been worked with to strengthen their organizational
management?
How many technical assistance activities have been carried out (by type of TA) and
who has received the TA?

Coordination, Leadership, and Collaboration:
How many guidelines have been developed and how many standards have been
established?
How many conferences have been coordinated?
How many in-country collaborative events have been held?

Policy Development:
How many training sessions have been held for policy development and how many
people have attended?
How many advocacy activities have been carried out and how many people have
been reached?
How many networks, NGOs, and coalitions have been formed?
How many new organizations have become involved in advocacy efforts?
How many policy and advocacy tools have been developed and disseminated?
How many policy and advocacy strategies and guidelines have been developed?

Condom Sales/Distribution:
How many condoms have been sold and/or distributed?

Sexually Transmitted Infections:
How many service providers have been trained?
How many people were referred for STI diagnosis and treatment?
How many people were served (by gender and age)?
How many STI clinics were established using USAID funds?

Behavior Change Communication:
How many training sessions on the comprehensive BCC approach were held and how
many participants were there?
How many peer education trainings were held and how many peers were trained (by
target group)?
How many people were reached?
How many materials were developed and disseminated?
How many community BCC events were held?
How many formative studies/assessments were conducted?
Are there differences in cost per person reached in different BCl projects? What
explains these differences?

Core Module 3: Appendix: page 13
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Prevention of Mother-to-Child Transmission:
How many health facilities offer PMTCT services?
How many service providers were trained?
How many women attending the PMTCT sites for a new pregnancy were there in the
past 12 months?
How many women with known HIV infection were among all those women seen at
PMTCT sites in the past year?
How many infants received medication?
What are the costs incurred to start PMTCT services at a site?
What is the annual budget required to continue the PMTCT services?

Voluntary Counseling and Testing:
How many counselors have been trained?
How many clients (by gender and age) came to the VCT sites?
How many clients (by gender and age) were tested?
How many clients (by gender and age) received their test results?
How many new VCT sites were established?
How many VCT centers exist that are supported with USAID funds?
Are there differences in cost per client tested across VCT projects? What explains
these differences?

Tuberculosis:
How many HIV-positive people are receiving TB prophylaxis?
How many HIV-positive people are receiving TB treatment?
How many people are referred to a TB clinic/department?
How many service providers have been trained?
How many people have been reached?

Intravenous Drug Users:
How many service providers are trained?
How many people (by gender and age) were reached?

Blood Safety:
How many service providers are trained?
How many people were reached?
What percent of all donated blood is screened?

Antiretroviral Therapy:
How many clinicians have been trained in ART management?
How many HIV-positive persons are receiving ART?
What percent of HIV-positive persons receiving ART are adhering to the drug regimen
at the 95 percent level?
How many ART programs are supported with USAID funds?

Clinic-Based Care:
How many service providers have been trained?
How many people were served?
What are the costs incurred to start HIV/AIDS clinical services at a site?
How much does it cost to scale-up HIV/AIDS clinical services to other sites?
What is the cost of the first-line ARV drug regimen per patient per year?

Core Module 3: Appendix: page 14
Developing a Monitoring and Evaluation Work Plan



Handout

What is the cost of basic laboratory tests per patient per year?

Home-Based Care:
How many HBC providers have been trained?
How many households are receiving services?
How many HIV-positive individuals were reached by community- and home-based
care programs?
How many community- and home-based care programs are supported with USAID
funds?
Is home-based care using approach A more cost-effective than approach B?
What is the cost of a basic HBC supplies kit?

Orphans and Vulnerable Children:
How many service providers/caretakers have been trained in caring for OVC?
How many OVC were reached? (by type of service)
How many OVC programs are funded with USAID money?
Are there differences in cost per OVC reached in different OVC projects? What
explains these differences?

Delivery of Opportunistic Infection Services:
How many service providers have been trained?
How many people were served?

Methodology

Monitoring

Explain how the work plan will record the activities and the processes followed in
implementing activities. Each program will need to have a means for collecting and
reporting on the process that the activities followed. This system will not only report
the specific steps that were undertaken to implement the activity, it also will
document all of the activities in the general program in order to better explain any
changes in risk behaviors in the target populations. The system should be flexible and
should not overburden the implementing agencies, yet it also must provide
comprehensive information to clearly document what is happening in each project.

Evaluation Research

There are several methods that can be used to complete this evaluation plan. To
answer the questions about the effect the program has had on the target population’s
knowledge, attitudes, and behaviors, a detailed quantitative survey has to be
implemented. (Describe the methods that will be used or have been used to answer
these questions). For example: The initial survey was conducted with 750 randomly
selected youth from the three target areas, Georgetown, New Amsterdam, and
Linden. This survey will be administered a second time approximately 30 months after
the initial assessment. The access to services questions will be answered by
conducting.... (Describe the methods that will be used or have been used to answer
these questions).

Core Module 3: Appendix: page 15
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Monitoring Quality of Services
The following examples illustrate some methods that can be used to address the
quality of services.

(As an illustrative example...)

An organizational assessment has been conducted with three of the six NGOs
participating in this program; the other three will also undergo the same assessment
prior to program start-up. These six NGOs will be re-assessed approximately two years
after start-up of the program. In addition, answers to questions from the quantitative
youth survey will be used to determine the attitudes of the youth toward these NGOs
and the services that they provide. To determine the effect of the collaborative
framework on the provision of HIV/AIDS services by the NGOs, a qualitative
assessment will also be conducted. Through in-depth interviews, a case study of each
NGO will be created to describe the effect that working together in this collaborative
manner has had on their ability to do their work.

(As an illustrative example...)

As a program activity, many of the services used by the youth in the target areas,
including STI services, are being assessed. The assessment is being conducted to
determine what services providers are currently providing, to get an initial picture of
the quality of these services, and to determine the “youth-friendliness” of these
services. Several service providers (clinics, pharmacies, and private physicians) will be
selected, and the degree to which youth access these services and feel positive about
their interactions there will be assessed through exit interviews, mystery clients,
interviews with the providers, and the quantitative youth assessment. This
information will be used to design potential interventions to improve the services and
to leverage the funds to conduct needed interventions. In an attempt to evaluate the
effectiveness of the trainings that will take place during this program, trainees will be
monitored and interviewed at several points.

(As an illustrative example...)

Peer educators are an integral part of this program, and the quality of their work is
key to the success or failure of the program. As a result, it is important to ensure that
they are providing the highest quality education and support to their peers. To assess
this, youth who participate in the peer educator training will have their knowledge,
attitudes, and skills assessed at multiple intervals throughout the program. The first
assessment will be carried out when they enter the training program. This will be
followed by an assessment at the end of the training to determine its effectiveness at
improving knowledge, attitudes, and skills. In addition, peer educators will be
observed and assessed by their supervisors monthly and will participate in a formal
assessment every six months.)

Special Studies
Data Flow

In this section, please describe how the data will flow from the frontline workers who
are responsible for carrying out the activities (e.g., clinic staff, home-based care

Core Module 3: Appendix: page 16
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providers, and peer educators) to your funders, as well as how feedback to the
frontline staff will be given. The following is an illustrative diagram of a data flow
system.

\ g

‘ Implementing Agencies and Partners

FHI/Country Office

FHI/Country Office Data Collection and Reporting Scheme

USAID Mission
FHI Arlington
office
Programmatic
database
Other funders
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Management Information System and Data Feedback

FHI/Nepal has developed a uniform reporting system for each program component.
Each implementing agency (lA) reports its program information monthly. It is then
compiled and analyzed quarterly for quarterly review and semi-annual compilation to
support the reporting requirements of the program. FHI/Nepal has an effective
system of gathering, processing, and feeding data back into ongoing programs.

Management Information System Cycle

Dissemination

Monthly Data
Gathering

A

Feedback

1

Tools to Support MIS Cycle

Expectations

e PIFs
e MS Excel,
MS PowerPoint,
MS Access, GIS

e Quarterly Review and
Monitoring Visits

o Better

Planning
e Ongoing
Program
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Implementation

Most information can be gathered through the program itself. However, when
examining changes in HIV and STI prevalence among the target population, the
national HIV/AIDS program must be involved. This activity requires establishing sero-
surveillance sites equipped to systematically monitor the epidemic. This is not a task
that the NGOs should take on; instead they should work in collaboration with the
National AIDS Program Secretariat and the Ministry of Health to ensure that the
needed information is included in the data collection system for biological data.

For each of the main data collection systems, organizations and/or individuals must
be identified to oversee the collection of the data. The following table illustrates
what is needed. As shown, there are five evaluation areas (representing attitude and
behavior change, NGO capacity improvement, and quality of service) that should be
considered.

Activity Organization or Individuals to Oversee Data Collection
Follow-up quantitative
survey with youth

NGO baseline and
follow-up assessments
NGO in-depth interviews
and case studies

Other service provider
assessments

Peer educator

knowledge, attitudes, Consultant developing curricula and trainers
and skills

Local university

Local consultant

Local consultant

Local university and local consultant

Carrying out and completing components of the monitoring and evaluation in phases

provides the M&E planning group with an opportunity to assess how well the M&E plan

is working. After the first or second M&E activities are completed, it may become

apparent that the plan needs to be revised or corrected. At this point, the M&E group

should spend time to ensure that the plan is still useful. This process does not need to

be overly complicated or involved. The group can begin merely by discussing the

following questions:

e Are monitoring and evaluation activities progressing as planned?

e Are initially posed M&E questions being sufficiently answered? Are other data
needed to answer these questions? How can such data be obtained?

e Do the M&E questions themselves need to be reframed? Have other M&E questions
arisen since the initial planning that should be incorporated into the plan?

e Are there any methodological issues that need to be addressed or changes that
need to be made to the evaluation designs? Are there any factors, practical or
political, that need to be considered in the M&E activities yet to be implemented?

Core Module 3: Appendix: page 19
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e Are any changes in the plan needed at this time? How will these changes be made?
Who will implement them?

e Is the right mix of personnel and fiscal resources still available to carry out the
rest of the evaluation plan?

e How are findings so far from the M&E activities being used and disseminated? Does
anything need to be done to enhance their application to programs?

This assessment of the M&E plan is most helpful if it occurs at least annually. Keeping
the plan current and relevant will help ensure the usefulness and quality of the
remaining components. It will also foster the overall success and usefulness of all of
the evaluation activities by the end of the project period. Reviewing the evaluation
plan and performing mid-course corrections as needed also facilitates the connection
between the evaluation activities and the programs as well as the design of
subsequent plans.

Some additional sources of data currently exist that may be useful in the M&E of a
project. Such sources include existing datasets, ongoing efforts (activities) to collect
other sets of data, and planned data collection efforts. These other sources should be
examined for their usefulness in monitoring and evaluating this program, and, where
appropriate, the organizations collecting these data should be invited to participate
in the process. Following is a list of some other data sources.

(Following list for illustrative purposes only.)

1) BCCP has conducted an assessment of the capacity of three of the NGOs in the
project.

2) The Green Report will provide countrywide epidemiology data before project
start-up.

3) Population Services International (PSI) has conducted a feasibility study of condom
social marketing.

4) The European Union (EU) will conduct an assessment of current condom
distribution and storage activities and methods. (Here storage refers to
warehousing and general storage as it relates to condom quality not sure if
activities and methods aptly describe this?)

5) UNICEF has conducted a feasibility study among youth for a family life education
program.

6) UNFPA has conducted two KABP studies with youth at project sites (1998 and
2000).

7) CAREC is conducting an evaluation of VCT services in Region 6 and will expand VCT
sites, as well as the evaluation of the sites.

8) NAPS is conducting an assessment of condom procurement and distribution.

9) The Ministry of Health has proposed conducting second-generation surveillance
with numerous groups, including youth, nationwide.
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In addition to these sources of data, there are also a number of resources and sources
of assistance for completing the monitoring and evaluation plan. These sources exist
at a number of levels, from the NGOs themselves to the national government to
groups and individuals in the country to international donors.

(Following table provided for illustrative purposes only.)

Matrix of Monitoring and Evaluation Resources

Internal
NGOs National Programs Country-wide External
« Basic skills o Computers  University of o FHI
o Computers o Computer skills Guyana « USAID
« Basic « Analytic software « CESRA « CAREC
computer o Staff with « Guyana Voluntary « PAHO
skills knowledge of M&E Consultancy « UNICEF
« One GRPA, methods « Bureau of Statistics « CIDA
has an M&E o Access to « Private sector « JICA/Grants
unit statistics support for
« People who « Epidemiology Unit « Dr. Janice Jackson Grassroots
can learn « Health Science « Bonita Harris Projects

Education Unit

Evaluation Matrix and Proposed Timeline

The following matrix depicts the objectives, their related activities, the variables to
be monitored and evaluated, and the methods for conducting the evaluations. This
matrix is built on a conceptual monitoring and evaluation framework that draws on all
stages of M&E to provide an overall picture of the program. The variables listed in the
“Input” column are those that account for the existing resources within the NGOs
carrying out this program. The items listed in the “Output” column are variables
expected to occur as a result of the program and are considered immediate and short-
term results that may ultimately reduce the risk of contracting HIV (e.g., knowledge
of HIV transmission, condom availability, number of youth participating in peer
education programs, and percent of services with improved quality). The “Outcomes”
are short-term and immediate effects that may result from this program. It is
assumed that they have the most direct effect on the risk of contracting HIV (e.g.,
condom use, STI prevalence, and reduction in number of partners). For prevention
programs, the items in the “Impact” column refer directly to the prevalence of HIV in
target populations.

(Information in following matrix for illustrative purposes only.)
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Follow-Up System on Reporting Requirements

Each implementing agency (lA) agrees to specific reporting requirements, and these
requirements may differ for each IA. The country office has developed a follow-up
system that has effectively ensured that IAs submit the required information, and that
they submit it on time.

Data Dissemination and Use

Based on an established country program management information system (MIS)
framework, different reporting systems have been developed. |1As submit their
program information monthly. Analyzing program information and providing feedback
to improve ongoing activities and to plan for upcoming activities are important
contributions of the MIS. During regular meetings with |As, analyzed program
information is used in the program review process.

The regular system of program information sharing and interaction with field program
staff will enhance the local capacity for monitoring and evaluation. An important
function of the MIS is to disseminate program information with the intent of helping
improve field programs.

Disseminating monitoring and evaluation findings can support the usefulness of M&E
and future activities, as well as reduce redundancy that might occur if others are not
aware of the findings of previous M&E efforts. Furthermore, disseminating results will
break down one of the negative stereotypes about M&E, which is that M&E is not
intended to help improve programs. For these reasons, a plan for disseminating and
using M&E findings is crucial.

What information should be distributed?
Who needs the information?

How does the information get distributed?

M&E Work Plan Template 26
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PROCESS MONITORING TOOLS

(The following monitoring tools are presented for illustrative purposes only and
should be adapted to reflect the activities and reporting needs for each country. The
information from these forms is intended to be used by the in-country program
manager to monitor the activities and benchmarks of programs. These forms are
useful for identifying areas of weakness and strength, as well as for creating bi-
annual and annual reports to be sent to headquarters.)

Process Monitoring of Public Communications Activities:
TV, Radio, Posters, and Flyers

Month:
1) Number of TV spots aired #
2) Number of radio spots aired #
3) Number of posters distributed #
4) Number of flyers distributed #

M&E Work Plan Template 27




Process Monitoring of Outreach to Youth Activities:

NGO Trainings for Peers, Peer Workshops, Peers Educating Peers

Handout

Month:
1) Number of peer educator trainings conducted #
# females
2) Number of peer educators trained
# males
3) Number of supervisor trainings conducted #

4) Number of peer educator supervisors trained

# of females

# of males
5) Number of peer educators supervised/observed #
6) Number of follow-up trainings held #
7) Number of events/activities held for peer educators #
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Process Monitoring of Outreach to Youth Activities:
Street Fairs

Month:

Handout

1) Number of events conducted

#

2) Number of peers contacted

# of females

# of males
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Handout

Process Monitoring of NGO Referrals to Identified Service Providers

Month:

1) Number of referrals made to VCT centers #

2) Number of referrals made to STI centers #

3) Number of referrals made to other types of | Total #
youth services:

Family planning clinic
Alcohol support

Drug support

Rape crisis
Educational support
Social services

Other

HOH H OB K B K
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Process Monitoring of Building NGO Capacity Activities

Month:

Handout

1) Trainings for capacity-building received

Type of training:

# conducted

2) Administrative support received

Type of support:

3) Technical assistance received

Type of TA received:

4) Diversification of funds

Types of additional funds received:
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