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INTRODUCTION TO RESULTS
BASED MANAGEMENT (RBM)

This section provides an introductory overview
of Results Based Management, definition and
justification for the use of RBM as a tool to
improve performance and demonstrate results.
Asatool itshould be adapted to suite the context
in which it is applied. Implementation of RBM
requires an investment of time, human and
financial resourcesaswell as continued training-
it is not a once-off activity. RBM should be
integrated into existing planning at organisational
level.

What is RBM

Results Based Management (RBM) is a broad
management strategy aimed at achieving
improved performance and demonstrable results?.

The Office of Internal Oversight Services (O10S)
defines RBM as a “management strategy by which
processes, outputs and services contribute to the
achievement of clearly stated expected
accomplishments and objectives. It is focused on
achieving results, improving performance,
integrating lessons learned into management
decisions and monitoring and reporting on
performance.”?

Why RBM

AsS she came to the cross-roads, she saw the
Cheshire Cat and asked, “ which way do | go?”

“Where do you want to go?” asked the Cheshire
Cat

“l don’t really know” replied Alice

“Then it doesn’t matter which way you go”

Alice in Wonderland

Lewis Carroll

As Lewis Carroll illustrates in his book, Alice in
Wonderland, if you do not know where you are
going, any road will get you there. RBM aims to
fix this lack of direction. It is about choosing a

1).Z Kusek, R.C Rist, A handbook for development practitioners -= ten step
to results Based Monitoring and Evaluation System, World Bank, 2004,
p56.

2 Review of results-based management at the United Nations (OI0S),
A/63/268/

destination first, then deciding on the route,
checking progress against a map and making
adjustments, as required in order to achieve
desired results.

RBM is useful in answering questions such as:

e Why does an organisation/ program/
project exist and is it serving its purpose?

e Whose needs is the organisation/ program/
project intended to serve? Is it serving
those needs?

e What is the organisation/ program/ project
supposed to deliver? Is it delivering this?

Language and Culture

The language of RBM is significantly different
from its precursor, Management-By-Objectives
which suffered from a confusion of terminology.
Take for example the term “objective” which has
the following synonyms: aim, goal, intent,
purpose and target, not to mention the use of the
phrases general and specific objectives. The roles
and relationships among these terms within the
MBO approach was never really clear, with the
exception of the hierarchy of objectives that was
popularised by the use of the LFA, i.e., inputs,
outputs, purpose and goal. While one can argue
the semantic nuances between a well written
objective and a well written result statement, the
significant differences lie in how RBM terms are
defined in relationship to one another. RBM
terminology borrows heavily from systems theory
and reflects the central role of causality, while
taking into account the temporal dimension. The
following selection of key RBM terms as defined
by the OECD? illustrates these concepts quite
nicely:

3 OECD (2002), Glossary of Key Terms in Evaluation and RBM.



Input: The financial, human, and material resources used for the development intervention.

Activity: Actions taken or work performed through which inputs, such as funds, technical
assistance and other types of resources are mobilised to produce specific outputs
(Related term: development intervention 9).

Output: The products, capital goods and services which result from a development
intervention; may also include changes resulting from the intervention which are
relevant to the achievement of outcomes.

Outcome: The likely or achieved short-term and medium-term effects of an intervention’s
outputs.
Impact: Positive and negative, primary and secondary long-term effects produced by a

development intervention, directly or indirectly, intended or unintended.

Successful implementation of RBM is dependent on the organisation's ability to create a
management culture that is focussed on results. It requires more than the adoption of new
administrative and operational systems. An emphasis on outcomes requires first and foremost a
results-oriented management culture that will support and encourage the use of the new management
approaches.
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CORE ELEMENTS OF RBM

This section provides an overview of the
core elements of RBM that is, planning,
(implementation), monitoring and evaluation.
The section provides working definitions of the
terms used and key stages in the RBM planning
process, including conducting a stakeholder
analysis, conducting a problem analysis and
developing a solution/objective tree.

RBMasalifecycleapproach: AsolidRBMsystem
rests on what iscommonly referred to as a life-cycle
where results are central to planning, implementation,
monitoring and evaluation, reporting and on-going
decision making. The planning phase includes
setting the visionand defining the results framework
asseen in figure 1.

Planning is a participatory process which assists to
analyse the existing situation and identify the causes
of problems to ensure buy-in, informed decision-
making and team work. It includes defining realistic
expected results based on appropriate analysis
and clearly identifying program beneficiaries and
designing programs to meet their needs. Planning
establishes a logical hierarchy of means by which
results will be reached and identifies possible risks.
The process of planning involves problem analysis,
stakeholder analysis (where necessary), developinga
results framework with a hierarchy of outputs and
selecting a preferred implementation strategy.

Implementation begins once agreement has been
reached to pursue a set of results through a
programme.

Monitoring is essential to ensure that results are
being achieved and tracks resources being utilised.

Evaluation provides invaluable information for
decision-making and lessons learned for the future.

MONITORING

Figure 1: RBM cycle source: UNDP, Handbook on
Planning, Monitoring and Evaluating for Development
Results, 2009
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RBM IN PLANNING

The planning process: conducting a stakeholder
analysis

A stakeholder analysis provides a means to identify
the relevant stakeholders and assess their views and
support for the proposed project or program.
Stakeholders generally consist of target groups
(those directly affected by the problem), other
agencies (who have an interest in or responsibility
for addressing development issue identified),
delivery group (those responsible for delivery of
proposed solution).

If there is more than one target group or a diverse
group (for example urban and rural households),
aim to identify the motivation or constraints to
change from the aspect of the target group(s), so as
to understand the underlying causes to the problem
that needs to be overcome. Relevant and up to date
information from the literature review and direct
engagement of stakeholders can be used to complete
the stakeholder analysis.

Step 1 - Establishing a Team

« Initial Stakeholder Analysis to assemble a representative
team to undertake planning.

Target Group

Those directly affected by
the problems in question
and who might be
Stakehalders beneficiaries of any
proposed project
solution

Other agencies who have
an interest in, ora
responsibility for,

Those responsible for
delivery the proposed
project solution

addressing the identified
development problems

Figure 1: Stakeholder analysis incorporates target group,
delivery group and others-source UNDG RBM Handbook

Results Chain

A problem analysis is a tool that helps to determine
real as opposed to apparent needs. It analyses the
existing situation and identifies underlying causes of
problems and potential constraints. It identifies the
size of the problem and likely resources needed to
tackle the problem; identifies and analyses a number
of alternative solutions. A problem tree will likely
reveal multiple branches (cause & effect
relationships) leading to the core problem. A cause-
effect relationship is a relationship in which one
event (the cause) makes another event happen (the
effect). Planning is primarily a matter of formulating
cause-effect hypotheses: IF we do this AND the
assumptions are correct, THEN we will get that. For
One cause can have several effects.

A results chain will always be embedded in a
given context that reflects the overall situation,
needs, issues, priorities and aspirations of key
stakeholders. A diversity of factors — economic,
political, social, environmental or cultural — will
affect the achievement of results. This is why
results chains may vary from country to
country. What may be an output in one country
may be an outcome in another country suffering
a humanitarian crisis, where government
structures may be weak or the capacity may be
decimated or inadequate. Thus, one size does
not fit all.

There is also a tendency to be ambitious with
results statements. It is necessary to make sure
that results are commensurate with the
environment, existing and potential capacities
and resources. If not, there will be

a need to adjust the result statements.

Literature Review is a desktop-based
research of previous projects and other
initiatives that can inform and support
the need for a project, as well as provide a
foundation for the work to be undertaken.
The review should identify what similar
work has been done, what works, and
what doesn’t, to prevent reinventing the
wheel. The review should have
recommendations to inform the need for
a project and the project design.

Conducting a problem analysis
A problem analysis is a tool that helps to
determine real as opposed to apparent needs.
It analyses the existing situation and
identifies underlying causes of problems and
potential constraints. It identifies the size of
the problem and likely resources needed to
tackle the problem; identifies and analyses a
number of alternative solutions. A problem
tree will likely reveal multiple branches
(cause & effect relationships) leading to the
core problem. A cause- effect relationship is a
relationship in which one event (the cause)
makes another event happen (the effect).
Planning is primarily a matter of formulating
cause-effect hypotheses: IF we do this AND
the assumptions are correct, THEN we will
get that. One cause can have several effects.
An example is provided in the steps in a
problem analysis section.



A problem tree analysis helps the
planning of a project; provides a guide
as to the complexity of a problem by
identifying the multiple causes; Identifies
particular lines of intervention and other
factors that may need to be tackled with
complementary projects; provides an
outline of the project plan, including the
activities that need to be undertaken,
the goal and the outcomes of the
project.

A problem tree analysis is valuable in
that, it identifies factors that may not
be addressed by the planned
intervention. The problem analysis
verifies the necessity of theproject.

Steps in conducting a problem
analysis:

1. Settle on a core problem

Identify the core problem that the
program/project seeks to overcome. A
vague or broad problem will havetoomany
causes for an effective and meaningful
program or project to be developed.

2. Identify causes and effects

Once the core problem has been identified,
consider what the direct causes and effects
of the problem are. Each cause statement
needs to be written in negative terms (for
example, lack of confidence by the public
or weak institutional mechanisms.)

3. Develop a problem tree

This entails mapping the focal problem
against its causes and effects. In Figure 3
below (adapted from the NANGO-CCSF
RBM training), the manifestation of the
problem is identified as political violence.
Immediate, underlying and root causes are
identified using a cause and effect analysis.

1 Swiss Agency for Development Cooperation (SDC), Planning
and Monitoring in Results-based Management of Projects and
Programmes, 2011, p20 ( http://www.unite-ch.org/12archiv/
archiv08_method/PCM_Skript_engl.pdf)


http://www.unite-ch.org/12archiv/

Figure 3: Example of a
Problem Tree
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« What possible solutions or options might there
be? Where could a policy change help address a

Discussion questions in the development of a
problem analysis might include:

Does this represent the reality? Are the
economic, political and socio-cultural
dimensions to the problem considered?
Which causes and consequences are getting
better, which are getting worse and which are
staying the same?

What are the most serious consequences?
Which are of most concern? What criteria
are important to us in thinking about a way
forward?

Which causes are easiest / most difficult to
address?

cause or consequence, or create a solution?®

4. Develop a solution tree
Theultimatesolutionmustaddressthe causesand not
the effects. A solution/objectives tree is developed
by reversing the negative statements that form the
problemtreeintopositive ones(developingadesired
situation in the future) as illustrated in the diagram
4 below. For example, a cause (problem tree) such
as “weak institutions” would become a means such
as “strengthened institutions”. The objectives tree
demonstrates the means-end relationship between
objectives.

Figure 4: Example of a
Solution Tree

Conflict Transformation

Indicates
preferred strategy

Increased capacities and

Decrease in polarisation of

institutional setup Communities

Reduction in Corruption and Improved a;I::[;I‘l,;;allon of the
political patronage

Strengthened linkages and
coordination between service
delivery institutions

Improved
conditions of
service

Adequate capacity
building programmes

/'

/

Strengthened platforms for
social dialogue

Increased use of
Alternative Dispute
Resolution mechanisms

Labour Sector
Reform

Harrglﬁ:?::::;‘ of Promotion of Promotion of dialogue as a
ﬁegislation political tolerance tool to prevent conflict

2 Evaluation Toolbox, 2010 (http://www.odi.org.uk/publications/5258-problem-tree-analysis)
accessed 18 March 2014
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Analysis of Objectives

Take Problem statements (negatives) from the Problem tree and
turn them into Objective statements (positive and desirable
conditions)

Problem Tree Objective Tree

(Negatives) [ (Positives)

EFFECT

f

CAUSE

END

f

MEANS

Figure 5: A summary of developing a solution/objective
tree from an objective tree. Illustration from NANGO-
CCSF RBM Training, March 2014

5. Conduct an alternative analysis

A theory of change is an evidence based analysis
of alternatives. It explains all the major things that
need be in place in order for development change
to occur. It is not about what the organisation must
do, but what all partners and non-partners must do
to make real change happen. Itis not about projects,

but all the different types of interventions necessary
for change to happen.

Questions to be considered when developing a

theory of change:

 Should all identified activities betackled?

+ What combinations of interventions are most
likely to bring about the desired results and
promote sustainable benefits?

» What evidence exists about the causal
relationships?

* How strong and reliable is it?

» What strategy will best support institutional
strengthening objectives?

Once, various alternate strategies are analysed and
mapped, alternatives are then re-worked, showing
solutions and a final intervention strategy is
selected.

6. Select the preferred intervention
Interventions must not only be necessary, they
should be sufficient to achieve the expectedresult.
If a problem is caused by three conditions, all three
conditions must be addressed.

I
: N
HaLl'-r

L

The Ultimate
solution must
| address the
- causes and not
i the

cCaus

Figure 6: Preferred intervention must address causes (root) and not effects. Illustration from NANGO-CCSF RBM
Training, March 2014
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RESULTS CHAIN, LOG FRAME, RISKS AND

ASSUMPTIONS

This section provides an overview of the building
blocks of RBM-developing a results chain
and log frame. The section also discusses the
hierarchy of results- level of change at impact,
outcome, and output level. The section further
provides guidance on developing indicators,
targets, baselines, risks and assumptions.

As indicated in the previous section, defining
results begins with planning- an analysis of the
country situation (literature review), a review of
the comparative advantages of the implementing
organisation, a stakeholder analysis and a vision of
desired outcomes.

A result is a measurable or describable change
(sustainable). It is not the completion of activities.®
There are three types of such changes (intended or
unintended, positive and/or negative) which can be
set in motion by a developmentintervention.

Results Framework refers to the logic that explains
howresultsaretobeachieved. Theresultsframework
isthe application of the logframe approach atamore
strategic level, across an entire organisation, for a
national programme or even a project. The Logical
Framework Approach was firstused in international
development by USAID in 1969. It has become a
widelyused instrument, forming the basis of results-
and impact-oriented project cycle management. The
core element of the matrix is the result chain, which
defines the cause-effect hypotheses between inputs,
activities, outputs, outcome andimpact.’

3 United Nations Educational Scientific and Cultural Organisation (UNESCO), Results-Based
Programming, Management and Monitoring (RBM) approach as applied at UNESCO-Guiding
Principles, 2010-2011, p18

4 Swiss Agency for Development Cooperation (SDC), Planning and Monitoring in Results-based
Management of Projects and Programmes, 2011, p13 (http://www.unite-ch.org/12archiv/
archiv08_method/PCM_Skript_engl.pdf)

Inputs are needed to undertake activities in order
to produce outputs which in turn generate short
and medium-term outcomes leading to long-
term impacts. This is called a Results Chain. See
diagrammatic representation below.

Inputs refer to the financial, human, material,
technological and information (people, equipment,
supplies and other ingredients) resources that make
a project possible. Inputs include the time of staff,
stakeholders and volunteers; money; consultants;
equipment; technology; and materials.

The general tendency is to use money as the main
input, as it covers the cost of consultants, staff,
materials, and so forth. However, in the early stages
of planning, effort should be spent on identifying
the various resources needed before converting
them into monetary terms.


http://www.unite-ch.org/12archiv/
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How to read a Results Chain

i L r N r ] T g
Inputs = Activities | Outputs - Outcnmesj-n Impacts
. P " L P
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(resources) o, e you wi thie extent you changeas in
are neaded you ¢ah uso hopefully intended, then sociaby,
inputs o deliver the .
to oporato accomplish amount of your organizations,
your your plElumed product beneficianes/ communities,
program activilies. andior service stakeholders or syslems
that vou will benefit in might be
el ¥ certain ways expected to
intended.
pDecur

Your planned work

. Mote that some of your results could be negative, for example, increased manufactunng
 output could lead to both economic mprovements (positive) and more pollution (negative) | |—

Your intended results

Figure 7: How to read a results chain NANGO-CCSF RBM Training, March 2014

An Activity is an action taken or work performed
through which inputs such as funds, technical
assistanceandothertypesof resourcesaremobilized
to produce specific outputs. Or simply put, activities
represent the tasks that personnel undertake to
transform inputs into outputs.®

In formulating activities, the following questions
should be addressed: What resources (inputs) are
necessary to undertake these activities? What actions
are needed in order to obtain the output? Will the
combined number of actions ensure that the output
is produced? Typically, more than one activity is
needed to achieve an output. Activities generally
start with a verb and describe an activity or action.
Using our example from figure 4 above, activities
could include:

5 Laetitia Weibel-Roberts, Result Chain Indicators and Targets- Getting the Logic of our
interventions right A refresher based on ILO Guidelines, Presentation (https://docs.google.com/
presentation/d/1xxuKg3vBo9qWql5RnPI5tSAvZ6fH1MgMC-46J-s-kag/edit?pli=1#slide=id.
i46) accessed April 30 2014

« Organize workshops and seminars ondialogue

« Publish newsletters and pamphlets how to conduct
dialogue at community level

« Provide technical assistance by experts in the area of
peace building, dialogue and conflict transformation

The organisation implementing the project must
have the professional competence and capacity to
carry out the planned activities within the specified
time with the means available and produce the
planned outputs of a satisfactory quality.

Outputs are products and services that result from
the completion of activities within a development
intervention within the control of the organisation.
It relates to the completion rather than conduct of
activities. It must be deliverable within the respective
programming cycle. Outputs are attributable to a
project.
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When reading the results chain (outputs to
outcomes), it is important to note whether the
chosen project strategy has had the intended effect.
The link between outputs and outcomes should be
asdirectas possible and exclude external influences
to the greatest extent possible.

Outcomes are intended or achieved short-term and
medium-term effects of an intervention’s outputs
responding to national priorities and local needs.
Represents changes in development conditions
that occur between the completion of outputs and
the achievement of impact. Attributable to several
outputs which may be from interventions of various
actors. For projects that are aimed at strengthening
thecapacityof peopleand/ororganisations, intended
changes at outcome level will often refer to changes
and improvements in the skills and behavior of the
target groups. That is, performance of organistions
asaresultof puttinginto practice the newknowledge
or materials provided by the project.

Between the outcome and impact level in practice, it
isalmost difficult or impossible to attribute changes
to a project (attribution gap). These changes are
usually caused by otherinfluencestoo. Itisadvisable
to set modest impact goals and not to promise more
than the project will be able todeliver.

Impact refers to long term positive and negative,
intended/actual or un-intended changes in human
development on an identifiable population
produced by a development intervention. Effects
can be economic, socio-cultural, institutional,
environmental or technological. Impact level is the
ultimate desirable state.

Figure 8 below provides another example of a
results chain and a description of what happens at
each stage.

Developing Indicators, targets,
baselines, risks and assumptions

« Indicatorsare means of measuring whatactually
happens against what has been planned, in terms
of quantity, quality and timeliness for every level
of result. Indicatorsare signposts of changealong
the pathto development. Indicatorsare inevitable
approximation.® Where the intended change is
more abstract, indicators help approximate the
change. How will we know when we have achieved
our desired outcomes? Progress needs to be
monitored at all levels of the system to provide
feedback on areas of success and areas in which
improvement may be required. Setting indicators
to measure progress in inputs, activities, outputs,

The Results Chain

Realllta
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Fimmncml hurman and Input o cutputs

it rio k=

Activities

R uks

Ok uks

Experis; Delivar Feaple trained; Capaeity built; Develapment
egquiprment;  training; study poliey change
funds undertak e complated frarmework

study refarrmed

wonz t=rrm
Impoue ment in
=ociEty

Fnpack

Imte rrmedinte
effects on clie m=

Cwibeames

Result — describable or measurable development change
resulting from a cause-and-effect relationship

Figure 8: Illustration of Results Chain NANGO-CCSF RBM Training, March 2014

6 United Nations Development Programme (UNDP), RBM in UNDP, selecting indicators, signposts

for development 2002, p45
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outcomes, and goals is important in providing
necessary feedback to the management system.

It will help managers identify those parts of an
organization or government that may, or may
not, be achieving results as planned.

Asfaraspossibleindicatorsshould bedisaggregated
by sex, age, geographic areas such as cities, districts
and provinces. Indicators should be Specific,
Measurable, Achievable/Attainable, Relevant
and Time-bound. Specific- exact, distinct and
clearly stated;

Measurable - It should be measurable in some
way, involving Qualitative and/or quantitative
characteristics;

Achievable/Attainable - It should be feasible
withinthe human and financial resources available;
Relevant - It should measure the result;
Time-bound - It should be achieved in a stated
time-frame.

« Qualitative indicators reflect people’s judgments,
opinions, perceptions, behavior and attitude
towards a given situation or subject. An
example would be, “25% increase in the level
of confidence people have in their ability to
circulate safely in all areas in their community
by end of project.” Another example might be,
“10% decrease in fear of violence invillage D in
6 months.” Most qualitative indicators contain a
number.

» Quantitative indicators measure of quantity
including statistical statements (number,
percentage or ratio of). An example would be a
50% increase in the number of people who
enroll their children in ethnically mixed schools
by the end of the project. Another example
would be, “500 disputes resolved by trained
mediators over 18 months.”°

» Proxy indicators provide an indirect reflection
of the situation. They are not a direct measure of
the stated result. Proxy indicators are used when
results cannot be measured directly. Forexample,
a proxy measure of improved governance could

be, in some cases, the number of political parties
and voter turn-out. Proxy indicators might also
be used when there is a high security risk (i.e.,
humanitarian settings, post conflict settings) to
collect data based on more concrete measurable
indicators.!

+ Baselinevalue of aperformance indicator before
the implementation of projects or activities. It is
the situation at the beginning of a programme or
projectthatactsasareference pointagainstwhich
progress orachievements can be assessed. Where
we are at present relative to the outcome we are
trying to achieve? It sets the current condition
against which future change can be tracked. For
instance, it helps to inform decision-makers
about current circumstances before embarking
on projecting targets for a given program, policy,
or project. In this way, the baseline is used to
learn about current or recentlevels and patterns
of performance. When conducting a baseline,
only collect information that relates directly to
the performance questions and indicators you
have identified. Do not spend time collecting
other information. Data sources may be primary
(collected directly by organisation) or secondary
(collected by other/external organisations).

As illustrated in Figure 9 below, when building
baseline information, it is important to identifythe
data source, the data collection method, who will
collect the data, the cost and difficulty in collecting
data as well as who will analyse the data and use the
data.

Figure 9: Illustration- building baseline information-
source Kusek and Rist 2004

Building Baseline Intormation

Who Costand Who Who Who

Data will difficulty  will will will

Data collection collect Frequency to analyze report use
Indicator source method data? to collect collect data? data?  data?

1

2
3

Figure9: Illustration- building baseline information-
source Kusek and Rist 2004

7 United Nations Development Program (UNDP), RBM in UNDP, selecting indicators, signposts
for development 2002, ibid.

8 United Nations Development Group Results-Based Management Handbook Strengthening RBM
harmonization for improved development results, Clean Draft Version, 24 March 2010, pg9

10



NATIONAL ASSOCIATION OF NON-GOVERNMENTAL ORGANISATIONS (NANGO)

Target refers to specific, planned level of result
to be achieved within an explicit time. It is a
value, characteristic or condition to be observed
orachievedataspecificdate inthe future. Targets
are set based on known resources (financial and
organisational) plus a reasonable projection of
the available resource base over a fixed period
of time.!? Most targets are set annually but
some could be set on a quarterly basis. It is not
advisable to set targets that are more than 3-4
years ahead as there are too many unknowns and
risks with respect to resources and inputs. As an
organisation, itisimportanttosetrealistictargets.
Be careful to set targets that are so modest and
easily achieved that they will surely be met.

AnAssumption isanecessary condition/variable
for the achievement of results at different levels.
They can be internal or external to a particular
program or organisation. Assumptions should
be stated in positive language. For example, ina
project where higher levels of voter registration
among the rural population is expected to lead to
higher participationinanelection, anassumption
could be that voting centres are operational and
infrastructure in place so that the population
is able to reach the voting centres on election
day.® Assumptions should be formulated after
the results chain and before the indicators. The
sequencing is important as the identification
of assumptions is crucial and can lead to the
redefinition of the results chain.

10

JZ Kusek, R.CRist, A handbook for development practitioners-ten steps to a Results-based
Monitoring and Evaluation System, World Bank, 2004, p63

United Nations Development Group (UNDG) Results-Based Management Handbook
Strengthening RBM harmonization for improved development results, Clean Draft Version, 24
March 2010
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» ARiskisapotential event or occurrence fully or

partially beyond the control of the programme
thatcould adversely affect theachievement of the
desired results. A threat to success. For example,
in the context of the above mentioned election
support programme, a potential risk may be that
rising ethnic tension and violence in rural areas
make people reluctant to travel to voting centres
on election day.

Risk mitigation strategies can be preventative
(preventrisk frommaterialisingorpreventitfrom
having an impact on objectives); reductive (reduce
the likelihood of the risk developing or limiting
the impact in case it materialises); transferable
(pass the impact of risk onto a third party);
based on a contingency plan (prepared actions
to implement should the risk occur); acceptable
(based on a cost-benefit analysis that accepts the
possibility that the risk may occur and go ahead
without further measures to address the risk)
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RBM IN MONITORING AND EVALUATION

This section provides an overview of results
based monitoring, evaluation and reporting. It
provides tips for good monitoring, definesand
provides examples for selecting the right mix
of monitoring mechanisms to achieve desired
results.

Monitoring and Evaluation (M&E) is a periodic
review of interventions, which include policy,
programs and projects. It is conducted for the
purpose of: (1) improving performance in terms
of formulating, designing and implementing
policy, programs and projects, and (2) enhancing
transparency and accountability of

the organisations which
implement the interventions
to stakeholders and intended
beneficiaries.*

Conducting
a Readiness
Asscssment

Monitor

In figure 10 below, Kusek
and Rist identify ten steps
in designing, building and
sustaining an RBM M&E

Agreeing on

Outcomes to

Monitor and
Evaluate

Selecting Key
Indicators to

Outcomes

Bascline Data
on Indicators —
Where Are We

+ Selecting key indicators to monitor outcomes
Indicators should be developed for all levels of
the RBM M&E system. Indicators to monitor
progresswith respectto inputs, activities, outputs
and outcomes and to provide feedback on areas
of success and areas in which improvement may
be required.®

In building an effective RBM M&E system, it
IS important to note that the ten step model
provided is not linear or sequential. In practice
organisations will vacillate between the ten steps
as the development and fine tuning of the system
continues and information needs of the users

Planning for
Improvement —
Selecting Results

Targets

The Role of

Evaluations

Using
Findings

Monitoring
for Results

Reporting
Findings

Sustaining
the M&E
System
within the
Organization

Today?

system. These include:

Figure 10: Tensteps to designing, building and sustaining an RBM M&E

 Conducting a readiness
assessment
This is a diagnostic tool
that can be used to determine whether the pre-
requisitesareinplaceforbuildingaResults Based
M&E system.

« Agreeing on outcomes to monitor and evaluate

It is important to know where you are going
and why you are going there as an organisation.
Knowing where you are going before you get
moving is critical to success. Establishing
outcomes will illustrate what success looks like.
In short, outcomes will show which road to
take by identifying strategic priorities for the
organisation.

11 Strengthening Monitoring and Evaluation System (SMES) project, Monitoring and Evaluation
Training Manual module 1: Introduction of RBM and Evaluation, version 4, 2009, p2 (http:/
www.focusintl.com/RBM051SMES1_TM_02_Module_1_Intro_M&E.pdf)

system- adapted from Kusek and Risk, 2004

change. A certain degree of adaptability and

flexibility inthe system to identify new datasources,
collection techniques and new ways of reporting is
necessary.'®

Traditional versus Results Based
M&E systems

Traditional implementation-focused M&E
systems are designed to address compliance—
the “did they do it” question. Did they mobilize
the needed inputs? Did they undertake and
complete the agreed activities? Did they deliver the
intended outputs (the products or services to be

15JZ Kusek, R.C Rist, A handbook for development practitioners-ten steps to a Results-based
Monitoring and Evaluation System, World Bank, 2004, p65

16  JZ Kusek, R.C Rist, A handbook for development practitioners-ten steps to a Results-based
Monitoring and Evaluation System, World Bank, 2004, pg163
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produced)? The implementation approach focuses
on monitoring and assessing how well a project,
program, or policy is being executed, and it often
links the implementation to a particular unit of
responsibility. However, this approach does not
provide policymakers, managers, and stakeholders
with an understanding of the success or failure of
that project, program, or policy.'’

Results-based M&E systems are designed to
address the “so-what” question. S0 what about
the fact that outputs have been generated? So what,
those activities have taken place? So what, that the
outputs from these activities have been counted? A
results-basedsystemprovidesfeedback ontheactual
outcomes and goals of government actions.®

Monitoring is conducted, continuously and
regularly as an internal management activity during
the implementation of interventions. Under RBM,
“good monitoring” means that monitoring is
continuous, involves partners, and is focused on
progress towards/against results.

Monitoringisimportanttoreviewassumptionsmade
during the planning process to ensure that they still

hold true. RBM monitoring tracks progress in the
achievement of results; assists in assessing whether
theoriginal strategiesarestillappropriateandshould
becontinued ormodified. Finally, monitoringallows
for necessary adjustments to be made to resources,

both human and/or financial.

How to monitor

Good monitoring is anchored on choosing the
appropriate tools in relation to the scope of the
project. Tools should be organised in a monitoring
plan. Figure 11 below provides an overview of
the monitoring cycle and actions to be taken. For
example, once annual targets have been set, field
visits, collection, analysis and triangulation of data
should form part of the monitoring plan. Thisshould
be complimented by a communication strategy on
howwill findings during the monitoring process will
be communicated.

Anevaluation is an assessment which is systematic
and impartial as possible of an activity, project,
programme, strategy, policy, topic, theme, sector,
operational area, institutional performance.’ It
focusesonexpectedandachievedaccomplishments,

Hold Annual Review of

outcomes Assess progress &

need for changes Revise M&E

framework if ne

Making
decisions

Monitoring: Overview of the monitoring cycles and
actions

By the end

of analysis

Identify available data
sources,

At the end

results plannin il
stag &E

Revalidate and
elaborate the initial

Estimate and
SEeCuUre

Field visits

Set and lock annual

resources

Set up

Collect , analyze and
triangulate
uou.oueviuen(.e.

Report/communicate

inclusive fora

At beginning
implementatio

n of

Figure 11: Example of a monitoring cycle NANGO/CCSF RBM Training March 2014

17 JZ Kusek, R.CRist, A handbook for development practitioners-ten steps to a Results-based
Monitoring and Evaluation System, World Bank, 2004, pg60-72

18  JZ Kusek, R.CRist, A handbook for development practitioners-ten steps to a Results-based
Monitoring and Evaluation System, World Bank, 2004 pg85-90
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19 United Nations Development Program (UNDP) Handbook on monitoring and evaluating for
results, New York, 2002
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by examining results chain, processes, contextual
factors of causality in order to understand
achievements or the lack thereof. An evaluation
should provide evidence-based information that
is credible, reliable and useful, enabling a timely,
and incorporation of findings, recommendations
and lessons into the decision-making processes of
organisations. It is conducted at certain periods
of the implementation of interventions usually by
external experts, who are equipped with technical
knowledge and analytical as well as communication
skills, hired by the implementation bodies. Evaluation
reports, which cover the evaluation results, lessons
and recommendations, are prepared by the experts
and shared with the stakeholders inside and outside
of the implementation bodies.

An evaluation provides information on

a) Strategy-arethe rightthings being done? (are we
usingthe correctrationale, justificationandisour
theory of changeclear);

b) Operations-are things being done right? (Effectively,
efficiently and with client satisfaction);

¢) Learning-are there better ways (alternatives, best
practices and lessons learned?) A lesson learned
is an instructive example based on experience
thatisapplicable toageneral situation rather than
to a specific circumstance. It is learning from
experience. Lessons learned can reveal “good
practices” that suggest how and why different
strategies work in different situations—valuable
information that needs to be documented.

Types of evaluation

An Outcome evaluation focuses on whether, why
and how an outcome has been achieved. It assesses
the contribution of the organisation to a change in
a given development situation. The scope of an
outcomeevaluation isbroad and all-encompassing.

An outcome evaluation analyses the following:

« Outcomestatus: Hasthe outcome beenachieved?
If not, has there been progress made towards its
achievement?

 Underlying status: what underlying factors beyond
the organisation’s control can/will influence the
outcome?

« Organisational contribution: Can the
organisation’s output and other interventions be
credibly linked to the achievement of the
outcome?

« Identifiesdirectorindirectbeneficiariesandtheir
perceptions of how they have benefitted from
the organisation’s assistance

« Implementation/management issues including
the degree of stakeholder involvement

« Identifies innovative methodologies to approach
key development issues

» Partnership strategy: Has the organisation’s
partnership strategy been effective and
appropriate? Key partners in an outcome
evaluation may include: national authorities, other
civil society organisations; national institutions;
UN agencies; private sector; funding/donor
partners and academic institutions.

AProjectevaluationfocusesoninputs,activitiesand
outputs. It is used to determine if and how outputs
were delivered within a sector or geographic areas.
It also assesses if direct results occurred and can
be attributed to the project. The scope is limitedto
project objectives, inputs, outputs and activities. Itis
project based to improve implementation. It can be
used to re-direct future projects in the same area or
to allow for up-scaling of a project.

AJointevaluationcanbeundertakenasapartnership
between the funding partner and implementing
organisation either as mid-term or end of project
evaluation.

Preparing for an evaluation requires time and
planning. The timing of an evaluation should be
linked to its purpose. Stakeholder participation in
evaluation can positively influence the degree of
ownership of the evaluation results and
sustainability.?°

20  United Nations Development Program (UNDP) Handbook on monitoring and evaluating for
Results, New York, 2002, ibid
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Developing Terms of Reference
(TORSs) for Evaluation

Clear terms of reference must be developed for
the team that is responsible for conducting an
evaluation. The TORs should include an introduction
which provides a brief description of what is to be
evaluated (outcome, programme, project etc). The
TORsshould also include reasons for the evaluation
(objectives) and a list of stakeholders and partners.
The scope sets out what issues, subjects, areas and
timeframe the evaluation will cover. The TORs
should further set out the products expected from the
evaluation (findings, recommendations, and lessons
learned e.t.c).

The methodology or evaluation approach should also
be set out in the TORs. The composition of the
evaluation team and areas of expertise should be
clearly highlighted in the TORs as well as the
implementationarrangements (whowill managethe
evaluation and how it isorganized).?

What happens if the M&E system
produces bad news?

Although they are not desirable, errors and failures
are part of development processes. If a project
reports successes only, we may be forced to ask
whether it is really contributing to the solution of
relevant problems that people could not have solved
themselves. A good performance measurement
system is intended to flag problems-not just bring
good news. Performance reports should include
explanationsabout poor outcomesand identify steps
taken or planned to correct problems.?

21 United Nations Development Programme (UNDP) Handbook on monitoring and evaluating for
Results, New York, 2002, ibid,p50
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22 JZ Kusek, R.CRist, A handbook for development practitioners-ten steps to a Results-based
Monitoring and Evaluation System, World Bank, 2004, p136
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RESULTS BASED REPORTING (RBR) AND
COMMUNICATING RESULTS

Reporting is an integral part of monitoring and
evaluation. Reporting is the systematic and timely
provision of essential information at periodic
intervals.

The value of information (often) decreases

Reporting can be used to demonstrate accountability rapidly over time, so essential findings

and transparency. It is a means of communicating
progress made, results achieved against provided
human and financial resources.

should be communicated as quickly as

possible

(Valadez and Bamberger 1994)

Reporting can be used to educate. It assists with
organisational learning. It can also be a tool to
explore and investigate what works and what

does not, reporting is a tool to document-record
and create institutional memory and promote
understanding of projects, programs and policies
within an organisation. Reports can be used as tools
tomobilisefuturefunding. Qualityreportscanjustify

RBR uses change language that is, it focuses on the
differences that activities made in participants lives.
Change language is detailed and specific. In Figure
12 below, the second example isdetailed and specific
as to the extent of change due to the intervention

funding for future projects.

Reporting is important in engaging
stakeholders to increase ownership
of projects undertaken or as a
means of (re) building partner
trust and confidence. Most donors
want evidence of a return on their
investment-quality  reports  can
strengthen these partnerships.

Results Based Reporting (RBR)
focuses on results rather than on
activities. RBR ensuresthatreporting
goes beyond outputs to outcomes
(short-medium term changes in
development  conditions).  This
normally relates to changes in quality
of life or institutional/individual
performance or behavior. RBR links

by NANGO. The first example is general and gives

Results focus

Weak Example

NANGO's value addition has been concentrated on the
technical support provided, the human resource personnel in
charge of the program and the financial support.

Good Example

NANGO helped to establish special courts to ensure speedy

trials with relation to legal cases. NANGO support (through
training and capacity development) has helped to shorten

justice delivery time, making it less cumbersome and
inexpensive, especially for the poor and vulnerable. As a result
the number of remand prisoners has reduced by 60% and
provision of legal aid to the poor and vulnerable has increased
by 70% (Evidence: 2011 Annual Report, Prison Service and
2011 Annual Report, Legal Aid Scheme).

Figure 12: Example of weak and strong results focus reporting

resultstoexpendituresandthe costof attainingthem.
It provides sufficient quantitative and qualitative
evidence of achievements and disaggregation of
data.

no indication of value addition of the project in the
lives of the beneficiaries.
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Communicating for Results

Communication needs to be goal-driven. We
communicate to achieve or change something;
therefore it is important to define communications
objectives properly in advance. It is important to
makeadifference betweenthe projectobjectivesand
communication objectives. When communicating
results, it is important to know and target the
audience. Communication internally, between the
partners as well as communication which is targeted
to stakeholders outside partner organisations,
including the general public should be easily
distinguished.

The starting point is to understand and define
what you and your partners want to achieve, and
develop project-specific communications aims. A
communication strategy with clear guidelines on
who will receive the information; in what format;
when; who will prepare the information; and who
will deliver the information is useful at organisational
level.

Data should be presented in short and concise
manner, relevant to the target audience. Only the
most important information should be presented.
If there are multiple audiences (for example, those
involved at project, program and policy level), the
data may be packaged and

formatted differently according to
the main interests and preferences
of each audience. Acronyms and

Conversation

Data Collection Methods

atany time of the year or can be planned for specific
intervals during the year. Field visit reportsshould
be action orientated and brief, submitted within a
week of return to the office. Field visits involve
an assessment of progress, results and problems.
Emphasis is placed on observing progress made
towards attainment of results at outputand outcome
level.

An Annual Project Report is a monitoring and
reporting tool that can be prepared every 12 months.
It should provide an accurate update on project
results, identify major constraints and propose
future direction. It analyses underlying factors
contributing to any lack of progress so that the
project managementteam can learn fromexperience
and improve performance.

An annual project report should be brief and
provide an analysis of project performance over
the reporting period, including outputs and where
possible information on the status of outcome. It
should highlight constraints in progress towards
results and reasons for the constraints. At most three
major constraints towards achievement of results
should be highlighted; and clearrecommendations
for future approach to addressing the main problems
contributing to lack of progress.

Panel
surveys
Key
informant

jargon should be avoided.
Examples of Reports

There are generally four
dimensions of reporting: written,
oral and visual presentations.

As illustrated in figure 13 and 14
below, there are various data
collection methods that can be
used to enrich reporting and
communication processes within
an organisation. For example, field
visits provide validation by direct
observation.Z2They cantake place

with
concerned
individuals

Reviews of
official
records

(management
information
system and
administra-
tive data)

Community
interviews

Field

visits

Interviews

Participant
obscrvation

Focus

group
interviews

One-time
survey

Direct
observation

Questionnaires

Census

Field
experiments

Informal and less-structured methods

Source: Adapted from Marchant 2000.

Formal and more-structured methods

Figure 13 Examples of data collection and reporting methods

23 United Nations Development Program (UNDP), Handbook on Monitoring and Evaluating for

Results, ibid,p36

17



RESULTS BASED MANAGEMENT GUIDELINES

Figure 14 SELECTING RIGHT MIX OF REPORTING
MECHANISMS

Source Handbook onmonitoringand evaluating for
results- UNDP

REPORTING VALIDATION PARTICIPATION
AND ANALYSIS
Annual Report | Field Visits Outcome
groups
Progress and/ Sport-check-visits | Steering
quarterly Reports Committees/
mechanisms
Work Plans External Stakeholder
Assessments/ meetings
monitoring
Project/ Client Surveys | Focus group
Programme meetings
delivery reports
Substantive Evaluations Annual review
project
documentation

Learning takes place through all monitoring tools or

@ mechanisms l

Oral Presentations

Oral presentations also can be used as a
communication tool, either alone or in conjunction
with a written report. In addition to rehearsing and
gettingfeedback, oneneedstoconsiderthefollowing
in preparing for an oral presentation:

* Who is the audience?
What should they
presentation?

» How much time is there for the presentation?

» What are the available delivery resources?

«  What handouts should be provided, ifany?

remember from the

Oral presentations like written ones should be
simple, clear, and tailored to the audience. Complex
language and detailed data should be avoided. If
possible, useaninteractive formatwiththeaudience,
and be prepared for questions.

Visual presentations

For external audiences, charts, tables and graphs
are also helpful in highlighting key points and
performance findings. They can illustrate directions
and trends at a glance. There are a variety of charts
(pie, flow, column, time series, scatter plot, bar,
range, and so forth) and graphs (line, scatter, bar, pie,
surface, pictograph, contour, histogram, area, circle,
column)thatshould be considered in presenting data
to the target audience. Charts and tables can provide
impact and visual interest, encourage audience
acceptance and memory retention, and show the
big picture. Charts and tables should present data
simply and accurately, and make the data coherent.
They should engage the audience. Tables are best
used for presenting data, and highlighting changes,
comparisons, and relationships.
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ADOPTING AND SUSTAINING RBM AS A
MANAGEMENT TOOL

As illustrated in the sections above, RBM is
a useful tool in improving organisational
performance and demonstrating results. This
section provides tips on what to consider when
adopting RBM as a managementtool.

Organisations should note the following when
adopting RBM as a management tool.

1. RBM should be customised to fit an

organisation/program/project context.
Simply replicating a standardised RBM system
will not work. Each organization needs a system
customized to its own situation.

2. Sufficient time is required to implement
RBM: Rushing implementation of results-based
management doesn’t work. The approach needs
tobe accepted within the organization, indicators
take time to develop, data collection on the
indicators takes more time, and results often take
more time to appear than aid agencies allocate in
aproject cycle. Many of the current criticisms of
results-based management in aid agencies focus
on the difference between the time it takes to
achieve results, and aid agencies’ shorter reporting
timelines.

. RBM should be integrated within existing
organisational planning
Performance measures, and indicators, should
be integrated with strategic planning, tied to
organizational goals, and management needs, and
performance measurement and monitoring need
high-level endorsement from policy makers.

. The cost of implementing RBM should be
considered and adequately planned for.
Building a useful results-based management
system is not free. The costs need to be
recognised and concrete budget support
provided from the beginning of the process.
While organisations may have in place
substantial internal structures

19

to support results reporting, additional budget
support, planning and resources should be given
to processes such as baseline data collection.

The importance of developing a results
culture: Successful implementation requires
not simply new administrative systems and
proceduresbutthe developmentof amanagement
culture, values and behaviour that really reflect a
commitment to planning for and reporting on
results.

Stakeholder participation is critical in the
implementation of RBM: stakeholder
participation both from within and from outside
of the organization will strengthen sustainability,
by building commitment, and pointing out
possible problems before they occur. Adequate
resources including time and money should be
invested into genuine involvement of
stakeholders in analysis of problems, collection
of baseline data on the problems, specification
of realistic results, and on-going data
collection, analysisand reporting.

Continued training on RBM: Training
support is needed if results-based systems are
to be effectively implemented, because many
people don’t have experience in results-based
management. Training can also help change the
organizational culture, but training also takes
time. Introducing new RBM concepts can be
done through short-term training and material
development,butoperational supportfordefining
objectives, constructing performanceindicators,
using results data for reporting, and evaluation,
takes time, and sustained support.?*

24

Greg Armstrong, Results Based Management BlogSpot Op.cit
(www.gregarmstrong.com) accessed 18 March 2014
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CHALLENGES IN THE APPLICATION OF RBM

The implementation of RBM is not without
challenges. Thissectionoutlines the limitations
and challenges of RBM.

As a broad management strategy, RBM does pose a
few challenges for those working in the governance
discourse. Firstly, RBM assumes that social changes
can be predicted, controlled and reduced to a single
overarching problem. The reality of programming
in complex and evolving democracies is that social
results and impact normally lie outside the control
of an implementing organisation (whether is a
Non-Governmental Organisation or other entity),
andmaytakeyearstoemerge. Therearemanyfactors
that influence impact so results cannot be attributed
to a specific organisation’s work.

Initial plans are never completely accurate; local
circumstances and priorities change duringaproject
so plans are not a reliable guide for action. Actions
often have unintended consequences, not included
in an original logframe.

Some of NGOs’ most important goals cannot be
easily measured or assessed. Changes may be
subjective and intangible (like increases in
confidence).

The logframe language that is used in RBM may not
besuitedtopoor, illiterate ormarginalised grassroots
communities.

Whilst logframes are convenient for donors and
senior managers because they can encourage better
analysis, they are generally not used by field staff
after initial planning, because they do not fit with
how NGO work really happens on the ground. For
many organisations, once funding is secured and
implementation begins, staff do not refer to the
logframes. What is written may be divorced from
reality at the planning and reporting stages of the
cycle.®

25  GregArmstrong, Results Based Management BlogSpotibid.
(www.gregarmstrong.com) accessed 18 March 2014
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CONCLUSION

Results Based Management is a useful tool in the
assessment of performance at both project and
organisational level. These guidelines are not an
exhaustive assessment into RBM. They simply
provide a starting point for organisations and
program/ project managers to implement RBM in
their work as a way to showcase results.
Continuous and adequate training in RBM is
critical in ensuring that RBM becomes part of the
work of the organisation, program or project.
Equally important is adequate budget support for
training, implementation and evaluation of the use
of RBM in an organisation, program or project.
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