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EXECUTIVE SUMMARY 

INTRODUCTION 

The consult~~ncy described in this report was part of a continuing effort under a U.S. Agency For 
International Development (AID) contract to Atlantic Resources Corporation to improve monitoring and 
reporting of sevon AID-funded Private Voluntary Organizations (PVOs) operating in the West Bank and 
Gaza Strip. Thle consuitancy took place between February 8 and 26, 1993, at various PVO offices 
in Jerusalem and the region. During the first two days of the consuitancy a workshop was held on 
logframe development and AID reporting requirements. The workshop focused on the logframe and 
its use in planning, monitoring and evaluation and proposed revisions to the semi-annual reporting 
(SAR) guidelines. Consultants then worked with individual PVOs to answer questions regarding 
material presented in the workshop, to finalize logframes for their projects so as to provide the basis 
for SAR reporting, to assist them in developing targets for indicator reporting, and to answer questions 
and elicit reaction to the proposed revisions to the SAR guidelines. 

TARGETED P\IO CONSULTANCIES 

Four PVOs were targeted for extensive help in project monitoring: 

Cooperative Development Project, 

o American Near East Refugee Aid, 

Catholic Relief Services, and 

American Middle East Education and Training Services. 

Cooperative D'evelopment Project (CDP) 

CDP hiis been working to develop a monitoring system since the Devres evaluation first 
identified its monitoring weaknesses in late summer 1992. Work has focused on articulating CDP 
objectives and outputs, determining effective ways of measuring progress, and developing a data 
collection system for key indicators. Although the process has been long and arduou;.,, It has produced 
a realixation of the need for a system to measure performance, not merely to satisfy AID reporting 
requirements. CDP staff has also improved its understanding of logframe terminology and 
methodology, and recognized the need for regular monitoring and data collection for management. 
The CDP logframe has been finalized with indicatars at both the purpose and output levels and targets 
have been established for all indicators. 

The next step for CDP is to establish an automated system to enter, store, and retrieve 
indicator and other monitoring data. CDP has indicated that it lacks in-house expertise to design and 

= set up such a system and has requested assistance under this project. 



American-Near East Refugee Aid (ANERA) 

Work with ANERA began with discussions regarding ANERA's current strategy, planning and 
operational concerns, reporting needs, and future directions. From these discussions, a new 
comprehensive objective tree was drafted and presented to ANERA's staff for review and modiflcation. 

The consultant and ANERA identified that ANERA currently operates a comprehensive 
'rolling-plan"program rather than a discrete, predefined project. Consequently, the summary logframe 
developed is more a conceptual framework of an institutional strengthening process than a description 
of substantive sectoral, site or institution-specific development assistance. Moreover, not all of 
ANERA's activities are directed at institutional strengthening and many objectives are actually 
obscured by this vague definition. The current logframe does not provide, from AID'S perspective, 
adequate data for purpose level monitoring. 

A more appropriate long-term solution and one endorsed by AID is for ANERA to shift its rolling 
program approach to a more narrowly focused project with specific, integrated objectives and a pre- 
defined set of activities. .Ilthough a complete restructuring of the project is impractical, Atlantic 
Resources Corporation recornmends that a consultant work with ANERA to develop a set of indicators 
for the current project that AID thinks is appropriate for its oversight needs, and is also useful for 
ANERA's internal management. 

Overall, the consultant rated the efforts at ANERA as roasonabiy successful. ANERA 
personnel appeared interested in improving their existing system for internal use as well as for 
reporting to AID; some basic technology transfer occurred in terms of objective tree preparation, 
logframe development, and PERTICPM network constnrction for milestone progress reporting. Further 
work is needed to define a data collection procedure. 

Catholic Relief Services (CRS)/lntegrated Rural Development Capacity Building (IRDEB) 

CRS is redesigning a proposed Integrated Rural Development Capacity Building Project. The 
consultant's work focused on helping the staff better plan and integrate project components using the 
logframe methodology. A logframe has been produced, but is incomplete and requires further work. 
In addition, the logframe design is broad and includes a health component which AID may wish to 
reconsider in light of the CRS health project that is already being funded. 

Although the Participatory Rapid Appraisal (PRA) and training needs assessment were also 
examined, the consultant's recommendations wen, inconclusive. Further work is required to finalize 
these instruments. Atlantic Resources Corporation recommends that the entire data collection system 
for IRDICB be maintained in-house and that any skill transfer to local counterparts occur only after 
CRS has demonstrated competence, and then only if warranted by project objectives. IRDICB 
personnel have requestod assistance in project scheduling and planning. 



American Middle East Education and Training Senricer (AMIDEAST) 

AMIDEAST faces two major problems in project monitoring. First, its AID-funded project 
currently provides training for individuals within organizations and as such is activity oriented. It is 
therefore difficult to develop an integrated objective tree with purpose and outputs. Second, 
AMIDEAST has never monitored the impact of its training activities either In terms of the quality of 
training, or the impact on the trainees and/or the organizations with which they work. 

Discussions with AMIDEAST revealed that they plan b restructure their AID project with an 
institutional strengthening focus. The upcoming Atlantic Reeources Corporation consuitancy data 
should assist AMIDEAST in the project design phase by utiliing the logframe methodology as a 
planning tool. A carefully designed project would provide the basis for effective monitoring and 
reporting. In addition, AMIDEAST will need assistance to develop methods to measure the impact and 
quality of their training activities. AMIDEAST has requested a training evaluation specialist to provide 
such assistance. 

NON-TARGETED PVO WORK 

Introduction 

Visits with non-targeted PVOs focused on logframe review and finalization, discussion of 
indicators to measure progress on project purpose and outputs, discussion of targets for those 
indicators against which progress would be measured in the SAR, and the data collection methods that 
would be used to gather information for reporting. It was assumed that with the considerable work 
Atlantic Resources Corporation had done on the logframes for the YMCA, SCF, SCH, and the CRS 
Village Health Project and the individual work sessions to refine logframes, that most of the work would 
be completed and discussions in the individual PVO meetings could move on to setting targets and 
data collection. Unfortunately, this was generally not a valid assumption and considerably more time 
than originally planned was needed to finalize the logframes. 

Young Men's Christian Association (YMCA) 

The YMCA staff spent considerable time between the workshop and the consultant visit 
finalizing their logframe, so minimal time was required for discussion of purpose, outputs, and 
indicators. The YMCA staff has a good understanding of the logframe pr~cess and the importance 
of monitoring as part of project management. AID reporting will not place additional burdens on them 
since they collect most of the information for internal monitoring. It is not anticipated that any further 
work in project monitoring will be required for the YMCA. 

vii 



Save The Chlldren Federatlon (SCF) 

SCF has a sound understanding of project monitoring and a comprehensive procedure for data 
collection for monitoring. The major problem faced by SCF with regard to AID monitcrtng !s that only 
23 percent of their funding Is derived from AID; these funds are not isolated by component or activity. 
This fact makes impact evaluation of AID funding nearly Impossible. It also dulls their interest in 
spending a significant amount of time in developing logframes and Indicators and special measurement 
efforts for AID reporting. 

The logframe for SCF is not complete. The current logframe has five outputs that all lead 
L 

directly to the purpose. Indicators chosen at the output level will accurately reflect progress toward 
the project outputs and thus toward the purpose. At this point, however, SCF has not developed a 
purpose level indicator to measure the impact of their project. The means of verification and 
assumptions are also not complete. Considerable discussion focused on the development of a 
purpose level indicator. Atlantic Resources Corporation suggested to SCF that they develop an index 
to measure self-reliance in their target areas and that they measure progress against this index. 

Society For The Care of The Handicapped (SCH) 

The November assessment of SCH's monitoring system concluded that SCH monitored and 
documented activities and progress carefully. However, most sf what SCH was reporting to AID was 
not useful. Consequently, discussion with the SCH Director was directed at obtaining agreement on 
definition of purpose and output objectives and indicators for reporting progress toward those 
objectives. SCH currently gathers data on all indicators in h e  new logframe. Because most of the 
data are stored in Project Manager's hard-copy files, SCH intends to create a computer program for 
storing this data to expedite SAR reporting. 

SCH still does not have sound grasp of logframe methodology. In view of this, Atlantic 
Resources Corporation has offered assistance to SCH to help them construct a logframe for the 
hearing impaired component. Also, in light of past weaknesses in semi-annual reporting, SCH will 
need assistance in preparing the SAR under the new guidelines. 

Cathollc Relief Services (CRS)/Vlilage Health Tralning Servlces Project 

This project suffered from the outset from inadequate planning for both frnplementatlon and 
monitoring. To expedite progress, a draft logframe wa9 prepared by Atlantic Resources Corporation 
and presented to the project manager for comment. The logframe incorporated AID comments both 
on the CRS baseline health survey and on initial indicator selection and drew primarily from the 

3 exhaustive list 09 indicators prepared by the project manager and CRS health consultant. Atlantic 
Resources Corporation consultants worked with the project manager to finalize the logframe and obtain 
agreement on indicators for monitoring pmgress. 
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CRS now has fairly reliable baseline data on purpose level indicators. However, it lacks an 
understanding of the usefulness of the logframe and the importance of regular data coiiectlon for 
monitoring performance. CRS still has no plans to gather purpose level data until the end of project, 
believing that purpose measurement will require a repetition of the costly, overblown baseline survey. 
The project manager was asked to plan a small scale survey to measure purpose indicators, and to 
demonstrate to Atlantic Resources Corporation and AID the methodology of this survey. 

CRS could benefit from direct assistance to improve its projsct planning, scheduling, and 
management capabilities. A consultant could work directly with the health project manager to: 
examine the annual implementation plan and address any deficiencies, train the project manager in 
planningmanagement techniques, and review and streamline the data collection/storage system. 

SEMI-ANNUAL REPORT REVISIONS 

Proposed revisions in the SAR guidelines were presented at the workshop and lengthy 
discussions were held with each PVO to obtain feedback on the proposed revisions, and on general 

1 SAR iss:les. All PVOs welcomed the revisions and unanimously indicatad that they felt the new 
guidelines are simpler and clearer. 

In the course of the PVO discussions on the SAR revisions, several issues arose that required 
clarification. These issues have been addressed and resolutions incorporeted into the SAR guidelines 
as appropriate. They include: the timing and timeliness of the SAR, VAT and customs recovery, 
financial reporting, gender equity, and reporting on overlapping projects. 

PVO SUGGESTIONS TO IMPROVE AID PROGRAM 

Prior to depafting for Jeruselem, the consultants were asked to seek suggestions from PVOs 
on what AlDMlashington and AID/WB/G could do to improve planning, monitoring, and reporting 
requirements, and overall information flow for PVO projects. A number of suggestions wen offered, 
with a great deal of similarity among the PVOs. AID will address these issues with the PVOs, 
although a specific format has not been established. 

MONITORING SYSTEM FOR AIDNEST BANKIGAZA 

Two issues arose in early discussions with the AlDMlest Bank Monitor that were not included 
in the scope of work for the consultancy, but which were seen to be of critical importance to effective 
monitoring and were therefore addressed to the extent possible. 

The first of these was the continued confusion in terminology among the PVOs and between 
AID and the PVOs. To obtain standard terminology, a diagram of project structure was drawn up for 
each PVO with speciiic illustrations of the use of terms including 'program strategy," 'PVO 
grantlproject,' 'component," "subcomponent,' 'activities,' and 'activity sites." Both the PVOs and the 
AID monitor indicated that these diagrams will be helpful in eliminating confusion in terminology, 
however the length of time taken to prepare the charts, and the fact that even now some of the 



infarmation remainu to be completed, is a strong testimony to the degree of confusion that exists. it 
is recommended that these project structure diagrams be included in PVO proposals 80 that, from the 
start, terminology is clear. 

The second issue that arose in initial meetings with the A113 West Bank Monitor was the need 
to develop a system to enhance the monitoring of PVO projects in the field. Discussions about that 
system led to the production of a draft system design. The i;asis for the database will be semi-annual 
activity reporting by PVOs in accompaniment to the SAR. Electronic input of data from PVOs will be 
built into the design, thus reducing or eliminating the need for paper reporting on activities. A 
consultancy is scheduled for the end of ApriVearly May to complete the design and implement the 
activity monitoring system. 

SUMMARY, CONCLUSIONS, AND NEXT STEPS 

All team members agreed fhat tremendous pmgress was made during the thme weeks in 
Jerusalem on increasing general understanding and acceptance of monitoring methodology. Most 
PVOs exhibited 6 gmwing understanding of the use and usefulness of the logtiame as a management 
tool. Most PVOs now see the need to monitor their pruj~cts internally to pmmote effbctive 
management. Many PVOs have asked for he@ in sefflng up manual anaVor automated systems to 
enhance their pmject monitoring. Care should be taken to allocate the limited resources of the West 
BanWGaza Monitoring Prvject to those actlvitiies aWor PVOs most in need of attention, but it is 
imperative lhat the initiative that has begun continue. Tasks to conllnue the momentum for each PVO 

I 

are detailed in the report. 



A INTRODUCTION 

The consuitancy described in this report I6 part of a continuing effort under a U.S. Agency For 
International Development (AID) contract to Atlant~c Resources Corporation to improve monitoring and 
nporting of seven AID-funded Private Voluntary Organizations (PVOs) operatlng in the West Bank and 
Gaza ( W m )  Strip. The consuitancy took place between February 8 and 26, 1993, at various PVO 
offices in Jemsalem and the re~ion. A previous trip, conducted in October-Novembar 1992, assessed 
the quality and effectiv~ness of PVO project monitoring s stems. The findings of that trip provided, 
in large part, the basi8 for the design of this consuitancy. Y 

One of the key findings of the initial monitoring assessment was that many PVOs, even those 
with reiaticteiy good monitoring systems, were unfamiliar with the terms used by AID in monitoring and 
evaluation, specifically those related to the logical framework. Some PV08, for example, did not 
understand the difference between outputs and purposes, or purposes and goals. Moreover, 
consultants working in the region used the terrns inconsistently or did not themselves understand 
them, thereby adding to the prevailing confusion. A more serious problem was that some PVOs did 
not understand how to develop and use the iogframe as a management tool in the project cycle; 
Indeed, some project managers viewed, and continue to view, the iogframe as an idiosyncratic AID 
device that is not relevant to effective project design and management. A third obstacle was that 
some PVO strategies were unfocused and their activities unintegrated, making the development of 
meaningful indicators to measure project progress difficult. As a result of these and other problems, 
projects did not have clear objectives or indicators to measure progress, and monitoring for both PVO 
planning and AID reporting was largely Ineffective. 

However, poor PVO reporting was not solely a function of inadequate monitoring systems. 
Subsequent to the November field trip, the guideiines for the Semi-Annual Report (SAR) to AID were 
examined and found to be vague, confusing, and in some cases Impr~ctical.~ To improve the 
guidelines, revisions were drafted that aimed to improve the connection between the SAR and the 
logframe as the basis for reporting, clarify ambiguities, create an improved reporting struchrre, and 
provide matrices to standardize reporting on expenditures and indicators. 

During the first two days of the consuitancy (see Appendix A for schedule) a workshop was 
held on logframe development and AID reporting. The first day and a half focused on the logframe 
and its use in planning, monitoring, and evaluation; the final session targeted the proposed revisions 
to the SAR guidelines. 

In the two and a half weeks following the workshop, Atlantic Resources Corporation 
consultants worked with individual PVOs to answer questions PVOs had about material presented in 
the workshop, finalize logframes for their projects which would provide the basis for SAR reporting, 
assist them in developing targets for indicator reporting, and answer questions and elicit reaction to 
the proposed revisions to the SAR guideiines. 

'h A STUDY Of MANAQEMENT INFORMATION SYSTEMS OF AIPFUNOED PRIVATE VOLUNTARY ORQANUATIONS 
IN THE WEST BANK AND O A U  STRIP: FINAL REPORT, Prepared for AID, Washington, D.C., Decmbf 22,1902. 

Quiddinoa for the SAR fonn put of the 'Special T m  and CondHiom' of the Grant Agmmmt. 



A8 a result of the earlier ameaement of PVO rnonitorlng ryrtamr, four PVOr ware Mrgatod 
for extenrive aeelstanoe In project monitoring, and consultants war# awlgned to work direatly wlth 
them for the remainder of thdr tlme In Jeruealem: ANERA, (Kenneth emlth), CRSIiRD-CB (Swim 
Bertoli), and ACDVCDP (Ken Lizzio). AMIDEAST war aim targeted for extaruivr asllrtanoe, but a 
formal, extemhl evaluation of the AMIDEAST project had bean planned for February, 00 work wlth that 
PVO was confined to diwuesing their needs for a monitotlng conrultan~ in Aprli, Suwn Exo, the 
team leader, and Ken L i d o  worked with the remaining four PVOc the YMCA, Save The Chlidnn 
Federation (SCF), Society for The Care of The Handicapped (SCH), and the Catholic Relid Senrlcar 
(CRS) Village Health Project. 

Over the course of the three week field trlp, the consultant8 met regularly to diecurs problems, 
exchange ideas, and coordinate activities. 

Finally, considerable tlme was spent establishing a common undemtanding of such terms a8 
"program," 'project,"component" and "activityn in order to facilitate communlmtion between AID and 
the PVOs, and to clarify at what project level PVOs would report to AIDMlmhington, D.C. (AiD/W) and 
to the AIDIJerus~lem field monitor. The need for a monltoririg system for the AIDNe6t Bank field 
monitor was also discussed, and initial specifications of the monltoring system wen designed. 

During the three weeks of the consuitancy, PVOs exhibited a growing undemtanding of the use 
and usefulness of the logframe as a monitoring tool. In addition, and perhaps more important, all 
PVOs now appear committed to monitoring as an important aspect of project management. A number 
of past differences with AID were discussed, and PVOs provided a number of comments and 
suggestions to improve AIDIPYO relations. 

In the report that follows, the activities of the consultancy are presented in detail. In the ca6e 
of lwo of the targeted PVOs, ANERA and CRS, the comments of the consultants assigned to these 
PVOs are presented followed by comments of Atlantic Resources Corporation. 
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The second day focus was on identification and selection of indicatow, means of verificatlon, 
and assumptions to complete the iogframe. At the end of the logframe section of the workshop, the 
draft logframes were exchanged among the PVO groups for structured critique and feedback. 

Few questions were raised by the participants during the formal presentations by Atlantic 
Resources Corporation, or the plenary aessions. However, discussion flowed freely during the work 
group applications. The Atlantic Resources Corporation team members were frequently called upon 
for help and comment, and nearly all participants demonstrated eagerness and active, serious 
involvement. 

The logframe section of the workshop concluded with a post self-assessment questionnaire. 

The pre-workshop self-assessments indicated that many of the participants had been exposed 
to some degree to logframes. Nevertheless, for the most part, awareness was limited to superficial 
use of terminology, with a conceptually shallow understanding. Further lnformai discussions with 
participants revealed that provious logframe applications had generatad a considerable amount of 
confusion, misunderstanding, and uncertainty. 

At the conclusion of the day-and-a-half iogframe workshop, a significant number of participants 
indicated that a high degree of learning had taken place." Subjectively, ail members of the Atlantic 
Resources Corporration team agreed that the participants' level of understanding was considerably 
enhanced by the workshop, and was particularly reinforced by the necessity to apply the logframe 
concepts immedlataly to their current work. However, the day-and-a-half workshop only afforded the 
opportunity for a cursory overview? Some narrative summaries prepared by participants were 
inadequately articulated; many indicators were not clearly formulated; and several key aspects, such 
as target setting, were not covered sufficiently to bring participants to a level of complete 
understanding. Although the need for baseline data and the importance of iifesf-project targeting were 
discussed, there was insufficient time during the workshop to cover these conceprs In depth. 

However, despite its brevity, the iogframe workshop attained Atlantic Resources Corporation's 
three 'technology transfer" objectives of enhancing PVO understanding, as well as providing an 
invaluable entre for Atlantic Resouaes Corporation team members to get acquainted and enhance 
interaction with the PVOs during the rest of the consuitancy period. Immediately following the 
workshop, Atlantic Resources Corporation team members began working with the PVQs to reinforce 
the concepts and apply the substance from the workshop to ongoing activities. 

Even with a conceptual understanding of logframes, manual typewritten logframe preparation 
is an administrative chore. Computer software-PC Logframe-facilitates this task It would be 
appropriate for a few PVOs to acquire this software. However, the logframe is not the first step in 

'S.e the mmmuy "before" and 'afW umemmt in Appcmdlx A 

'Uludly, at least a week ot intrndve training, followad by a further week or two of on-the-job ardr&nc8, am q u i r d  for mall  
groups of IndMduale to apply the logfrarno methodology. 



project planning, nor the only one. In several instances it was apparent that various PVOs lacking an 
awareness or understanding of other techniques to improve their implementation planning, scheduling, 
and budgeting, as well as more formal management information systems for monitoring and feedback 
reporting. 

Semi-Annual Report Revisions 

The last afternoon of the twoday workshop was devoted to the Semidnnual Report (SAR). 
The purpose of the session on the SAR was to explain the changes in reporting required for the next 
submission (due May 1) and to obtain feedback on the revised guidelines with respect to clarity and 
feasibility. 

The session began with a presentation on the new SAR guidelines and explanation, section 
by section, of the type of information and narrative required. After the presentation, the PVOs were 
given about 45 minutes to discuss the new guideiines and to prepare comments for discussion. PVO 
discussion was to be followed by a general open session on the new guidelines and SAR problems 
in general. That discussion had only begun when word reached the workshop participants that the 
police were closing the roads due to a snowstorm. The wrkshop was terminated very shortly 
thereafter, and discussion of the SAR was carried out during individual visits with each PVO. This 
happenstance had two effects: 1) the opportunity for a general open discussion among PVOs on the 
SAR was lost but 2) the more detailed discussions with each PVO, probably produced a more in-depth 
look at the SAR process and problems faced in the report preparation. 

As a result of these discussions, the SAR guideiines have been revised again (see Appendix 
C). A discussion of outstanding SAR issues occurs later in this report. 



C. TARQETED PVO CONSULTANCIES 

lntroductlon 

Four PVOs were targeted for more extensive help in project monitoring: CDP, ANERA, CRS, 
and AMIDEAST. As indicated above, work with AMIDEAST was delayed and discussion focused only 
on definition of issues to be addressed during the consultancy that will occur after their external 
evaluation. For the other three targeted PVOs, consultant work began immediately following the 
workshop. The results of those efforts over the remaining two and a half weeks in Jerusalem are 
summarized below. Included for these three PVOs are a summary of weaknesses addressed; 
activities of the consultancy; logframe issues; an evaluation of data use for PVO planning, monitoring, 
and reporting; evaluation of success of the consultancy, and further work needed to improve project 
monitoring. 

COOPERATIVE DEVELOPMENT PROJECT (CDP) 

Summary of Weaknesses Addressed 

One of the major problems for CDP has been the difficulty in adapting the logframe 
methodology to their work with cooperatives. Specifically, since most of CDP's work lies in training 
and institutional development, strictly quantitative or concise qualitative indicators have been hard to 
develop. Consequently, work during the consultancy mainly focused on helping CDP staff develop 
indicators that would provide accurate indication of progress to AID. 

Activities of the Consultancy 

Atlantic Resources Corporation consultants worked with CDP staff over four sessions. Work 
the flrst three days focused primarily on what has been the most intractable issue for CDP: finalizing 
a project logframe that included meaningful and useful indicators. Once a sound bgframe was agreed 
upon, CDP staff was asked to begin work on completing a worksheet that required ,a baseline and 
targets for each indicator. In the final working session, consultants met with staff to help them 
understand the importance of establishing targets for indicators. In addition, the proposed revisions 
to the SAR were discussed. In the course of Atlantic Resources Corporation's work with CDP, a 
number of monitoring issues arose which are discussed below. 

Logframe Issues 

Narrative Summary 

CDP has made a great deal of progress on their logframe dnce the October-November visit, 
though a number of minor problems still need to be resolved. CDP intends to implement one of the 
recommendations of the Devres evaluation--that they target other institutions, such as NGOs, for 
development. However, their Grant Agreement with AID stipulates that CDP will work only with 
cooperatives. To avoid confusion in repotting at this point, the CDP logframe (see Appendix B) will 



be limited to their work with cooperatives. If AID wishes CDP to work with other institutions, CDP wili 
need to demonstrate how the current logframe can be applied to those institutions. If the cooperative ' 
logframe is not applicable, CDP wili need to develop new objectives and indicators as appropriate. 

CDP is currently working with nine cooperatives, assuming responsibility for developing these 
cooperatives to self-sufficiency and reporting to AID on their progress. While it is understood that CDP 
allows non-targeted cooperatives to participate in its training courses (to prepare them for more 
extensive assistance in the future), AID may wish to reach agreement with CDP on the number of 
cooperatives CDP wili work with and report on at any one time. The current Grant Agreement states 
that CDP wili work with 15 cooperatives over the life of the project. 

Outputs in the iogframe remain essentially unchanged since the previous visit (l.e., institutional, 
managerial, technical development), though the wording has changed to reflect completed actions. 

Indicators 

Putpose ievei indicators were designed to measure progress in two areas: 1) financial 
sustainability and 2) overall institutional, technicai, managerial development. The indicators at the 
purpose ievei are: 

Percent of opemtlng costs covered by revenue. This indicator will measure the 
cooperatives' progress toward profitability and will be reported annually in May 
because cooperetives are audited in December. CDP regards this indicator as a better 
measure of financial strengthening than profitability or dividend indicators, which 
cannot show movement toward the objectik, only that the objective has been 
achieved. 

Percent of cooperatives advancing on schedule toward the flfth stage of 
development. Consultants and CDP staff spent a great deal time grappling with a 
specific indicator for measuring cooperatives' ouamii institutional viability. it was 
decided that the most inclusive measure would be based on the five-stage scale for 
model cooperative development that CDP ha8 devised (see implementation Plan for 
Cooperative Development, Appendix 6). 

Output ievei indicators listed in the logframe are self-explanatory. While working with CDP, 
consultants were informed that AIDIW wished to include the average value of loans as an indicator. 
CDP can report this figure if AID so wishes, but internally it will use the percent of the, total fund leaned 
to cooperatives as an indicator of the extent the fund is fulfilling its purpose. 

Mean8 ot Verification (Data ColIcbctIon~ 

CDP has been working for several months on its monitoring system and has identified the 
means of verification for ail indicators. They intend to conduct new needs assessments with in-house 
staff for eight of the cooperatives (Tulkarem is at stage ffve). These needs assessments will prpvide 
data to identify training needs and will at the same time establish a baseline for indicators for which 
CDP is now lacking data, such as the percent of members using services. 



CDP intends to create a database not only as a means of storing and reporting on indicator 
data to AID but for other kinds of Internal project monitoring. 

Evaluation of Data Use for PVO Planning, Monitoring, and Reporting 

The indicators that CDP has included in its logframe are a combination of indicators it: will 
actually use in its own monitoring (e.g., loans, courses, hours of assistance) and those that it will use 
primarily for reporting (e.g., cooperatives prepare annual workplans). For more ambiguous indlcators, 
CDP will continue to rely on direct observation and interaction with cooperative8 to monitor overall 
progress because monitoring human resource and Institutional development Is largely qualitative. Thus, 
the usefulness to CDP of the data it reports to AID will vary with the Indicator, though it wSll provide 
AID with a sound basis for assessing CDP progress. 

tvaluatlon of Succesdlmpact 

CDP has been working to develop a monitoring system since the Devres evaluation first 
identified its monitoring weaknesses in late summer 1992. Slnce then, work has focused on 
articulating CDP objectives and outputs, determining effective ways of measuring progress toward 
them, and developing a data collection system for key Indicators. The process has been necessarily 
long and arduous, but it has brought CDP staff to a realization of the need for such a system to 
measure their own performance and not merely to satisfy AID reporting requirements. In working with 
CDP staff, consultants were Impressed by their seriousness in developing a useful monitoring system. 
CDP staff has improved its understanding of logframe terminology and methodology, and recognized 
the need for regular monitoring and data collection for managing its project. 

Further Work Needed to Improve Project Monitoring 

The next step for CDP will be to establish an automated system to enter, stare, and retrieve 
indicator and other monitoring data. CDP has said it lacks the in-house expertise to design and 
set up such a system and will require assistance. They have asked for assistance in this area under 
the WWGaza Monitoring Project. 

AMERICAN-NEAR EAST REFUGEE AID (ANERA) 

Summary of Weakne8ses Addmasod 

The following weaknesses were identified in ANERA's program management pmess: 

Planning 

Lack of systematic internal monitoring, reporting, and feedback of the status and 
disposition of new locallygenerated proposals. 



Lack of detailed work planning and scheduling of accepted aciivities prior to 
implementation. A summary descriptive activity implementation plan is included in 
each file; however, the information is quite superficial and insufficient for work 
planning, scheduiing, and monitoring against the plan. 

Monitoring 

• Lack of systematic identification of data required for monitoring inputs, activities, 
outputs or purpose. 

• Lack of systamatic r,oiiection of data required for monitoring inputs, activities, outputs 
or purpose. 

• Lack of systematic, timely data storage. 

• Lack of systematic routine data analysis for internal monitoring. 

ANERA has developed a computerized (PARADOX 3.5) projectsriented database system 
which Is functioning and can be used for sorting and producing columnar report listings by various 
fields. The system is operational, and includes logical framework statements. This is a significant 
achievement and should not be undervalued. However, while this sorting capability is invaluable, and 
the system has great potential as a management information system, and is constantly used by the 
Administrative and Financial Officer, the principal weaknesses are that: 

The existing computerized database is primarily descriptive and currently underutilized 
by other ANERA management and technical consultants. Currently, a 'Status' code 
indicates whether a particular project is 'Active," 'Completed,' or 'Postponed.' Key 
project-related financial data is obtained monthly from ANERA'S accountant and 
reported manually on a s t ~ ~ t ~ r e d  format for monthly manual expenditure updating? 
Apart from the financial aspect and limited 'status"summary, the system is primarily 
descriptive rather than progress-oriented. 

• The PARADOX datgbase system has the capacity to produce graphics as a by-product 
of the data stored, which could considerably enhance both comparative performance 
and time-series trend analysis at both the activity and higher summary levels. ANERA 
may wish at some point to tap this latent capability. 

'A computerind f lndal  aecountlng sy8tem is partially hrstalled. This system wad curtom-dwignd and proqMnnd by a local 
external ooruult.nt, but is oumntly bdng modMd. It k a local database type program called BTRIEVE, that can convert and prewnt 
data in US dollars or shekels. 
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Aetlvitler of the Consultancy 

Work with ANERA began with extensive discussions with the ANERA representative regarding 
ANERA's current strategy, planning and operational concerns, reporting needs, and future directions 
and intentions. Fmm this discussion, a new comprehensive objective tree (see Appendix B) was 
drafted and presented to ANERA's staff for review, discussion, and modification. 

The proposed revised guidelines for the SAR format were also reviewed and discussed in 
depth in terms of substance, concept, need (by AID as well as intnmally by ANEW, and the 
prospects for integrating these requirements. To this end, a Lotus database file (as well as a Lotus 
macro) of key ANERA data items was prepared. The Lotus system intended to serve two purposes: 

the consultant's own edification about the nature, extent, and structure of ANERA 
projects, 

a to demonstrate the potential for using database information for analytical and 
managerial purposes. 

Each of ANERA's technical consultants and staff was interviewed, either individually or in small 
groups, to obtain perspectives on project documentation and progress reporting. In addition, several 
internal staff meetings wem attended, including an initial review and consideration of newly proposed 
projeds submitted to ANERA by NGOs. 

ANERA's official project files representative of different project sectoral activities were reviewed 
to examine the level and quality of documentation contained therein, as well as to explore the extant 
reporlhg process. 

Extensive briefings on and demonsttation oP ANERA's PARADOX database system wera 
attended as well as discussion and illustration of the capabilities of another database software 
program, FOXPRO, that is also being considered for use by ANERA. 

Subsequently, several field trips were set up to see some representative projects, meet with 
the IWitutional implernenters, and observe technical consultant interactions with them, as well as 
ongoing activities at the sites. 

At ANERA's request, initial reactions and suggestions for improvement with respect to project 
planning, management, and repotting were provided. To this end, an intensive oneday, in-hous~, 
handson action-training workshop was presented to familiarize ANERA staff with the PERTtCPM 
nelwmking concept for planning and scheduling activities, and pmcess reporting by milestones as one 
option for reporting progress at the output level, During this workshop, the participants applied the 
technique to several extant pnojects. 

A final discussion and review of the logframes led to reformulation of a summary level ANERA 
logframe with tho understanding tttat individual site-specific activity level logframes would be prepared 
or modified in the near future, as necessary and expedient. 



The utility of several software packages (PCLogframe, Microsoft Project, Flowchart, and 
CCPlus) for project design, scheduling, monitoring, and chart preparation and presentation, as well as 
a personally designed Lotus Macro, FUPEVAL, for follow-up assessment of the impact of training 

1 

programs were demonstrated. 

Finally, assistance was given in determining the criteria to select a new staff employee for MIS 
coordination and management. 

Logframe Issuer, 

ANERA is currently operating a comprehensive roiling-plan program rather than a discrete, 
I predefined, blueprint project. Consequently, ANERA's summary logframe is more a conceptual 

framewcrk of an institutional strengthening process than a description of substantive sectoral, site, or 
individual institution-specific upgrading, or functioning physical or operational entities. 

For the most part, baseline and target data for these newly established indicators are not 
immediately available. Some can be obtained or developed within a few days. Others at the output 
level, and some baseline data, may !ake several months (including a special external survey team 
effort). Thira length of time is necessary because the data in the summary logframe are an aggregate 
of information at the site-specific activity level. Thus ail sites will have to be revisited, and the 
indicators and data requirements discussed with (and obtained from) each institution. 

The ANEM AID-IV project is in its last year of operation. While the logframe and 
management information structure is considered useful for future management both intemally by 
ANERA and externally by AID, there is some question whether AID has weighed its need for target 
information for completed and active activities in light of the additional effort it will require to obtain that 
information. 

The revised logframe, and rationale for the indicators chosen, are contained in Appendix B. 

Evaluation of Data Use for PVO Planning, Monitwing, and Reporting 

ANERA perceives that once a systematic process has been established to collect and analyze 
da& for reporting to AID every six months, much of the same information will also be useful internally 
for ANERA on a monthly ba8is. 

Evaluation of Succosdlmpact 

Overall, the consultant rated the work as reasonably successful in that all but two of the items 
in the Scope of Work were satisfactorily accomplished. ANERA personnel appeared genuinely 
interested in improving their existing system for internal use as well as for reporting to AID; interaction 
with ANERA personnel was both congenial and fruitful; some basic technology transfer occurred in 

-- terms of objective tree preparation, logframe development, and PERTICPM network construction for 
milestone progress reporting. In addition, assessments and conceptual discussions of management 
information systems design and reporting needs were attentively received by several key ANERA 
personnel. 



Although many concepts were discussed and ANERA appeared keen to adopt most of them, 
the time available was not sufficient to get much beyond the supediciai conceptual stage. The actual 
design and redesign of the requisite system, and operationalizing it, will require much more time and 
an intensive level of effort, 'T'he two tasks which were not satisfactorily accompiished were: 

• ensuring that data for each indicator is accurate, collected systematically, and stored 
properly, and 

• assisting staff in establishing accurate baselines and realistic targets for each indicator. 

The former task cannot be undertaken until a system of data collection from the field is formulated and 
implemented; and also until the PARADOX database system is modified and ANERA's i:~temai data 
processing protocol is upgraded and implemented. Similarly, for the latter task, only the need for 
baseline and target data could be (and was) addressed during this time period. Actually conducting 
field research to establish baseline data and realistic targets will require a much more extensive level 
of effort. However, some progress on establishing actual targets was made. 

Further Work Needed to Improve Project Monitoring 

The following recommendations address the weaknesses identified in ANERA'S planning and 
monitoring process: 

• A simple tracking system should be developed for new proposals, and a status chart 
should be developed, maintained, and periodically circulated to ANERA technical staff 
for their information. 

• A PERTICPM flowchart should be developed for all activities, and a milestone9 
tracking system incorporated into ANERA's internal monitoring and external reporting 
system, and status charts should be maintained on each activity by ANERA technical 
staff and periodically discussed. 

• Purpose, output, and activity level indicators and targets should be reviewed and culled 
fmm individual activity logframes. In many instances the precision of the indicators 
needs to be upgraded and specific targets added. 

• Criteria need to be established for a data collection system for .summary level 
reporting. 

• Specific data formats must be prepared for recording and collecting all required data. 

• A simple, regular, frequent (i.e. monthly) structured combination entry (number andlor 
date) and multiple-chaice Ukert-type qualitative checklist statudprogress reporting 
system should be developed by ANERA management. Establishing criteria and 
assessing status should be done by ANERA technical consultants in cooperation with 
the implementing institutions and representatives of the target beneficiaries. The focus 

'A 'milmtonea Is a eignHiourt MenWiable atop or Pecomplbmt In thm project lmpknnntation pmcma - e.g., grant dgned, 
ImplbnnntaElon plan prepared, contract a d d ,  equipment imtrlled, trchnical training completed, syrtem oprrrting. 



should be on output and activity indicators, as well as leading indicators at the purpose 
level. Interim quantitative targets should also be established for outputs, wherever 
possible. Where this is not feasible, process milestones should be utilized. In 
addition, a subjective judgmental rating scale with appropriate criteria for each level 
rated should also be established. 

Periodic anaiysis and evaluation (as distinct from routine monitoring) was not explored 
in any depth during this const~ltancy. Nevertheless, two aspects of evaluation were 
discussed with ANERA for their consideration: 

• identification of comparable control groups outside ANERA's targeted areas, 
and 

provision for systematic recording of key evaluative data items at the purpose 
and output levels throughout the llfe of the project, both within and outside the 
areas Sewed, as a data source for subsequent external evaluation teams. 

A sepaiate intensive anaiysis should be undertaken (either by ANERA or by an 
extemal consultant) to ascertain what data would be appropriate to record for 
subsequent comprehensive ANERA project evaluation; the level of effort it would 
entail; as well as to identify the appropriate timing and feasible methodological options 
for conducting the study. 

• After the individual activity level reporting system recommended above has been 
designed, developed, and instituted, a concerted effort shouid be made by ANERA to 
utilize the extant PARADOX database system and upgrade It to senre a wide variety 
of ANERA management analysis and reporting needs at various conceptual levels. 
For instance, the database could be Improved with respect to recording Indicators for 
monitoring progress, summarization, comparative and trend analysis by sectors, 
components, functional concerns (such as WID-involvement), and geographic areas; 
automated integration of financial data; correlation of work accomplished and cost 
anaiysis, as well as the incorporation of inventory control aspects for end-use auditing 
of commodities. Analyses and teports generated by the system could also be 
enhanced with graphics. 

With regard to ANERA's future needs to improve the monitoring of AID-assisted projects, 
ANERA's representative inquired as to the availability of the consultant for a follow-up consultancy in 
the immediate future to continue work begun during the past three weeks. 

Atlantic Resources Corporation Response to the Comultant Report 

The consultant has accurately described t l ~e  difficulty of tracking ANERA's AID-funded project 
and the problems encountered in attempting to develop an effective monitoring system. However, 
Atlantic Resources Corporation takes erception to the consultant's proposed solutions to Improve 
monitoring. 



Flrst, in an attempt to simplify monitoring, the consultant and ANERA have redefined ANERA'S 
project purpose as a single one of "institutional strengthening." Atiantic Resources Corporation doe8 
not believe that all ANERA's activities are directed at in-depth institutional strengthening. In fact, many 
objectives are actually obscured by this vague definition. Secondly, indicators developed to measure 
progress toward institutional strengthening (e.g. milestones) are necessarily vague. While milestones 
may be valuable for intemal project management, they do not provide adequate monitodng data for 
purpose level monitoring from AID'S perspective. 

A more appropriate solution to the problem, and one that has been endorsed by AID, is for 
ANERA to shift its "rolling program" approach to a more narrowly focused project with a predefined 
set of a:tivities that address specific objectives. Since ANERA's project is ongoing, a complete 
restructuring at this point Is impractical. Therefore, it is recommended that ANERA use this method 
in its next project proposal. In the meantime, and with the help of a further consultancy in April, 
Atlantic Resources Corporation recommends the following pmedure to produce meaningful monitoring 
data: 

the consultant, Atlantic Resources Corporation, and AID develop a set of indicators for 
the current project that AID feels is appropriate for its oversight needs; 

the consultant convey to ANERA in Jerusalem this set of indicators; 

ANERA and the consultant specify additional indicators that may be important to 
ANERA for its own intemal monitoring, and 

the consultant work with ANERA to develop data to report on these indicators to the 
extent possible. 

Atlantic Resources Corporation agrees with the consultant that large data collections schemes 
should not be developed and instituted for a project that is nearing completion. But Atlantic Resources 
Corporation does believe that data collection procedures can be either impraved or, where lacking, 
developed that will not only help ANERA improve monitoring of the current AID-fundod project but be 
applied in future projects as well. 

CATHOLIC RELIEF SERVICES (CRSI-INTEGRATED RURAL 
DEVELOPMENTJCAPACIW BUILDING 

Summary of Weaknemm Addnmed (Note: This consultancy covered only CRS's IRD pmject. (For 
discussion of the Village Health Training Services Project see p. 26) 

The following needs were addressed during the consultancy: 

Preparation of a project design for integrated rural community development. 

CRS is in the process of redesigning a proposed Integrated Rural 
Development/Capacity Building (IRD/CB) Project. A preliminaty pmposal was originally 
prepared more than a year and a half ago by a different CRS team. Recently a 
revised concept paper was prepared by current IRD staff and reviewed by CRS cluster 
staff in Cairo, resulting in some major revisions in strategies. 



Building a CRS team approach to sustainable, participatory development going beyond 
aectoral concerns. 

The CRS staff has previolrsiy worked in very compartmentalized activities with no 
integration of activities toward a united purpose, 

Specifying baseline data needs for communities and institutional capacity of local 
development institutions, planning data collection strategies, and utilizing information 
for project monitoring. 

Baseline dab collection using the Participatory Rapid Appraisal (PRA) methodology 
had been used in an exploratory manner in four communities, but the dimensions of 
communities to be measured were not adequately specified and a good plan for 
systematic collection of comparable data which could be used for community selection 
and future impact aosessment had not been developed. 

Activities of the Consultancy 

This consuitancy was very timely. Since the CRS staff was in the process of project 
specification and planning, it allowed the consultant to work with members of the Integrated Rural 
Development (IRD) team applying the logical framework methodology to an actual project design, 
including the preliminary specification of an appropriate monitoring and evaluation system to track the 
outputs and impacts of the project activities. 

The consultant worked intensively with the CRS IRD team of nine staff members In working 
group sessions and on a one-to-one basis to explain logical framework methodology and to apply it 
to the process of designing the IRD/CB Project. Work included specifying objectives, assumptions, 
and selecting indicators of achievement which could be monitored throughout the life of the project. 

Discussions with other CRS staff members ensured the integration of activities of 
environmental health and that gender equity was considered during the project design. 

The PRA dimensions and guide questions used during training in Qussra and in briefer form 
in three additional villages were examined, and ways to improve PRA usefulness for selecting 
communities and providing baseline data for impact assessment were discussed. 

A field trip to Arraneh in Jenin was made to observe a five-member Village Development 
Committee (VDC) working on technical specifications and procedures for securing a generator, the 
final element of an electrification development activity. 



A copy of the iogframe constructed with CRS tor their IRD/CB Project a6 it is defined at thi8 
point in time can be found in Appendix 6, 

Narrative Summary 

Emphaslgl was on in-setvice training with ail the team membem participating in using the 
iogframe as a systematic way to approach project design. The hierarchy of objecthres was clearly 
specified and seen to fit comfortably within the AID Strategic Program Objectives for 1893-97. 

lndlcators 

The strategy of the proposed project is to work with and develop the capacity of counterpart 
local NO0 organizations to actually implement the project activities at the community level. These 
suggested indicators of achievement of objectives must be reviewed, revised, and agreed upon with 
the local counterpart organizations as the project design is finalized. 

Different types of objectively verifiable indicators were examined. It was stressed that while 
1 it was important to measure quantity, it is also often desirable to tap quality of achievement (level of 

performance), measure the extent of beneficiary participation and impact, and track the level of 
completion against the scheduling of targeted outputs., The latter will be very important when working 
with implementation of activities through counterpart NGlOs and VDCs. 

Since the project depends on working with VQCs to implement development activities which 
a n  priorities for these communities, it will be necessary to take into account information from the PRA 
needs assessments and expressed development priorities before seving firm output targets. 

Means of Veriflcadlon (Date Collectlon) 

It was repeatedly stressed that it is desirable to keep irrdicator measurement simple, practical, 
low-cost and, to the extent possible, designed to allow community memben themselves to carty out 
the measurement and interpretation of the findings as participants in monitoring. 

The use of outside testing, such as assessing water quality, must be carefully designed and 
incorporated into the budget. The collection of water samples and monitoring water quality would most 
likely be one of the envimnmental health educktots tasks. The easiest and least costly method is 
needed for testing. Alternately, the health educator might switch efforts from water testing to 
emphasize water purification through additives to ensure potable water if the water quality cannot be 
adequately determined. The indicator of potable water would then switch to units being treated 
through chemical purification. 



Tho Vliirgo Horith Oorvioo Projoot MIM~U augg08tod that ofl~tai nportr fm oi iW W 
Irbontorfer of tho inaidmoo of wrtarbomo dioorro auoh ma rmoobb montery dWrmiW by tWng 
focal umpler I8 tho moot dirm lndiortor of impmvod oornmwlty hoalth, PotonWl dHfiouMa of thir 
meruunmont atntogy wm diaouuod. In rddltiw, tho Ino#mo of nportd dlrrslroa oftw i no ram 
wlth tho inoroeaod uro of horlth rorvloer rather than doonraea u peoited by t)H d a m  
hypothooir, 

Tho conruitrnt ruggoatod that porhapr an aqurlly uadul but dmpiu to aoliclot a b l l  krr 
prwlao marrun mlght bo reif-npom from r nproaentrtivo pami of oommunlty nrldmta of the 
incidonco of tho 8ymptorn of dlrrrhor during r rwont pclrlod of may mil, ruoh u tha prrt w a d  or 
month, woven into a dlaouerion of gononl health problm. 

Way8 of mearurlng In8tltutional crpaoity wore oxplond, in additlon to W f - M m c M a ,  ot 
imtitutlonrrl capacity of VDCe and local countorpart orgrnlrrrtbnr aguirut r aot of guMJim, it wsr 
suggested that u8er group8 working dinotly wlth there ofganizrtkrre ba quarlod aormoming W r  
experience8 and pemeptions. 

A useful participatory monitoring mrthod ir to eataMleh a repnrmathro prnd mmpb of 
community residents during the initial PRA whleh would potlodioally bo quedod on 8 wkb vmriety of 
aubjecte and isauee, ranging from health within tho famlly (@.go, lmldenoo ot dkrrha) tcr W 
knowledge of the local development activitierr and VM: mmmunkrtkne, pmptlon of tho W of 
efficacy of the local organization, and the functioning and mahtmnco of infncl3ruchrn 8ya tm .  

Evalurtlon of Dot8 Uam for PVO Plmnlng, Monitoring, and Fkpding 

B ~ ( I ~ / M  Data -8 ibr lRlKCB Community SahdM, MdlWn#, H 
E~~lwiJon  

The IRD team and the consultant identified tha major pbwr of lnfomtion noodod for 
selection of the targeted communities, It I8 cumtty propomd do aokct 20 oom,cnunitkr; from tho 
northeast area of the West Bank. Refugee camp8 and municlprHtkr and a m  wlfh vlllago aoudh 
that receive regular funding from ClVAD will be excluded from conalderation. F m  tho mnlnirrg 
populated locations, local communities that have a potable water defidt will bo tarpatod. 

Data on the community needs and development pdorltlm m required at the outnt of tho 
community selection process to allow a match of community dovdopmertt priorltlee with GAS 
capacities in the area$ of community health, water and mnitatkn, amall budmm dovobpmnt, land 
reclamation, agricultural roads, and development of water re8outwa for rgricultun undo? the IRDfCB 
proiect. 

Data on the water systems of the villages In the region and tho hydrological mourn k r  
potential development am being prepared by the counterpart NGO for hyd*. In additkn, tho CRS 
VHS Project ha8 mently collected data on water quality fmm axno communities. Thin inform8tbn 
may also be utilized in identifying target villages. 



In the sub-population of villages which have initially been identified as being deficient in potable 
water, a community needs asses8ment will be conducted and baseline data will be collected utilizing 
the PRA methodology that emphasizes the involvement of the community in assessing their own 
needs and prioritizing development activities through knowledgeable key infonnants, Unified criteria 
for selection of communities wiil be developed with counterpart NQOs. 

Currently the IRD team in conjunction with the VHS and social services (WID) staff has 
identifled key areas where basellne data are needed, some of which were not spectfically included in 
the exploratory PRAs conducted in the four villages. Ideally, baseline data should also be collected 
from additional, comparable villages in the region that will not be targeted in the project, to facilitate 
impact analysis after the completion of the project. 

It was noted that a good daal of detailed information was collected in the preliminaty PRAs 
which is not directly useful as baseline data for community selec4ion or as benchmarks against whlch 
to measure project impacts. Suggested revisions to the PRA data items/categories were discussed 
with emphasis on simplifying aad targeting information directly relevant to the selection of communities 
and planning, monitoring, and evaluating tho impact of development activities. The IRDICB Project 
plans to undertake PRAs as a first community level planning activity with the extended RD IV funding 
over the next six months. 

A revised IRDICB project proposal is expected to be submitted to AID by the end of July 1993 
tor funding to begin in October. Ideally the data from the PRAs wiil have been collected, analyzed, 
and utilized to set realistic output targets on the basis of the priorities of the selected communities. If 
these data are not available, the proposal's logframe targets may have to be adjusted as soon as the 
planning inputs from the selected communities are available. 

During the process of specifying the logframe objectives and objectively verifiable indicators, 
key information was identified that must be included in the baseline PRA or obtained through other 
means. The key indicators of achievement to be monitored during the life of the project were also 
tentatively specified. These indicators need to be further clarified and agreed upon in conjunction with 
the counterpart NGOs planned to be operationally involved in implementing the project activities. 

In addition to the PRA baseline community data and needs assessment, a system of collecting 
periodic data in a participatory manner for monitoring development project implementation and 
management and assessing VDC functioning was explod. Town meetings and large group 
gatherings are not possible options under current political restrictions. One participatory monitoring 
mechanism could be to establish a representative panel sample of households during the PRA 
process and then periodically query the members of these households concerning a wide variety of 
issues related to the progress of the project. By returning to the same panel, the informants will be 
able to judge change against their previous experiences. It is expected that repeated visits wiil 
improve cooperation and heighten perception to provide better assessment than randomly polling 
separate samples each six-month reporting period. 

Tnining N d s  Assessment for VDC Institutional Capacity Bullding 

Once the target communities are identified, representatives to the VDCs wiil be selected if a 
VDC is not already constituted. Subsequently a participatory training needs assessment for impraving 
planning and management skills of the members of the VDC will be undertaken. In addition to the 



technical planning and management skills, training aimed at improving participation and communication 
in the entire community needs to be stressed. Ways to promote gender equity must be sought. 
Communication and negotiation skills to promote conflict avoidance and conflict management need 
to be developed. 

local NO0 Counterpart Capacity Bullding 

The IRDICB Project aims to develop the capacity of selected NGO development counterparts 
to function effectively in a participatory manner at the community level through representative VDCs 
and user groups of participant beneficiaries. Twelve criteria for choosing counterpart institutions have 
been developed by CRS. Technical competence shouid be added to their criteria and given great 
weight. An Organizational Effective Checklist exists which may be adapted as a tool for assessment 
of institutional de~elopment.'~ 

A preliminary questionnaire for organizational self-assessment has been drafted by IRD staff. 
This type of instnrment is useful but needs to be focused and made applicable to the current situation 
where the emphasis is on transferring skills in participatory planning and management of local 
development activities to local village development institutions. 

Database System lbr Information Storage, Retrieval, Anaiysld, and Repodng 

Currently CRS has a well-trained computer staff and sufficient computer systems to carry out 
their tasks utilizing several software packages including VP-Planner Plus, an enhanced spreadsheet, 
database, graphic, and report generation package from Stephenson Software, Inc., Lotus 1-2-3, Word 
Perfect 5.1, and an Arabic word processing package. Database information is being tracked for the 
components of the RD Ill Project - SED, Agricultural and Paravet activities utilizing VPP software. 

It will be desirable to develop a database that contains community baseline characteristics and 
priorities, development activity inputs, outputs, and purpose level objectives preferably running in 
Arabic, which would be periodically updated by and shamd with the counterpart NO0 implementing 
partner organizations and the VDCs. 

A system of routine reporting against implementation scheduling and output monitoring as set 
out in the logframe needs to be devised. Training of the CRS and the counterpart NO0 staff should 
be planned in the utilization of the software, maintenance of the database, and report generation 
including appropriate statistical analysis and graphic presentations. 

'Ofemand Vincent and Piem Campbell. Towards dnrtor Rnmtdrl Autonomy. A Mrnurl on H ~ n d n g  Sb.kgl# md 
Tochnlqwr tor Pwrlopmont NdOs m d  Community Orgmlmtlons. IRED, Geneva, 1989. pp. 11-12. 



Evaluation of Succesdlmprct 

The IRD team is now able to conceptualize and articulate more clearly their proposed IRDICB 
Project. The primary purpose of developing the local institutional capacity of technical counterpart 
organizations and representative VDCs to plan and manage sustainable community level development 
activities in a participatory manner is well understood. Gender equity will be addressed to the extent 
possible in the VDCs. 

The separate sub-purpose objectives in agriculture or small enterprise development or 
environmental health, while directly relating to improved community well-being, are now clearly 
understood as means through which to achieve a primary objective of local capacity building. 
Emphasis is to be placed on impacting the development process through implementing deveiopment 
activities. 

Clarification of data needs for baseline data and project monitoring has been advanced. There 
is an understanding of the need for a clear plan for collection and utilization of data. It is 
acknowledged that data must be comparable acmss communities and from one time period to the 
next. 

The next steps in project design and implementation are clear. Counterpart NGOs must be 
identified and selected. Proposed targets and project implementation strategies need to be worked 
out in conjunction with all the counterpart organizations simultaneously to form an integrated network 
of activities. Baseline data collection instruments (PRAs and additional baseline measurements) need 
to be developed and pretested, revised and implemented, and data processed and analyzed to allow 
for community selection and practical targeting of activities and outputs. 

Further Work Needed to Improve Project Monitoring 

The development of an integrated project implementation strategy and schedule by CRS in 
conjunction with the six targeted counterpart organizations is the most crucial planning activity with 
which assistance is needed. While three of the IRD staff have had some training in PERTICPM 
networking, none has a high enough level of expertise to integrate all project activities by a number 
of organizations simuitaneously. Ail IRD staff are exceedingly anxious to have assistance in this 
technique. As the overall purpose is to increase the capacity of local organizations to plan and 
manage deveiopment activities, an action workshop providing hands-on training for the IRD and 
counterpart organization staff to plan joint activities on the basis of the articulated logframe would be 
ideal. 

Assistance is also requested by the IRD team in systematizing and actually implementing the 
baseline data collection, analysis, and reporting activities while utilizing .participatory methodologies 
rather than costly and complicated methods such as household surveys requiring large-scale 
processing and outside statistical analysis. 

A system of periodic collection of information on indicatc~rs of achievements for monitoring 
needs to be established. A database of indicators for routine monitoring should be designed and 
programmed, ideally using an Arabic/Engiish software package. A system of routinized indicator 
calculations based on aggregated activities across a number of communities and report formats needs 
to be established. 



Atlantic Resources Corporation Response to the Conrultant Report 

While the consultant helped CRS und~rstand how to integrate activities in a rurai development 
project, Atlantic Resources Corporation beiieveo that fhl8 consultancy did riot achieve the following 
objectivas intended to improve CRS's monitoring capabilities: 

to help CRS construct a sound iogframe to be used in preparing the project proposal; 

to review and finalize the Participatory Rapid Appraisal (PRA) for use In needs 
assessment baseline data gathering, and 

to develop a data collection plan for monitoring and reporting to AID. 

The logframe submitted at the end of the consultancy is incomplete and will require further 
work. (Specific comments will be shared with CRS under separate cover.) To some extent, the project 
has been designed around its staff, which may explain the broad scope of the logframe. AID must 
decide if it wants a health component in the rural development project when it is already funding a 
separate project through CRS. At this point it is not clear to what extent, if any, IRD health activities 
dovetail with those of the Village Health Project. 

The consultant repeatedly stressed the need for local organizations and NGOs to participate 
in data collection and analysis. Atlantic Resources Corporation disagrees with this approach for a 
number of reasons. First, systematic collection and effective use of the data require experience which 
CRS is in the process of acquiring; it would be premature to engage community members in 
measuring and interpreting data until CRS has demonstrated skill in using such a system. Once CRS 
possesses competence in this area, it can then transfer these skills to its local counterparts at an 
appropriate time and as dictated by project objectives. Second, as the responsible agent of the 
project, CRS needs to have data collectors, data and analysis inhouse not only to assure data quality 
and reliability but to enhance management and planning as well as reporting to AID. 

While weaknesses were alluded to in the PRA, no specific recommendations were made and 
the PRA may still require modification. The same applies to the training needs assessment. 

While Atlantic Resources Corporation agrees with the recommendation that CRS should 
receive help in planning and scheduling, Atlantic Resources Corporation disagrees with the suggested 
inclusion of counterpart organizations in AID-funded training for a project that has not yet been 
approved by AID. 



Summary of lorruse Coverod In Vlrit 

Discussions with AMIDEAST focused on the type of assistance they would like In their 
consultancy. Since the consultancy was postponed to follow an external evaluation, the results of the 
evaluation may also idantify specific Issues that need to be addressed, 

AMIDEAST faces two major problems in project monitoring. First, its AID-funded project 
currently provides training for individuals within organizations and as such it is activity oriented. It is 
therefore difficult to develop an integrated objective tree with purpose and outputs. Second, 
AMIDEAST has never monitored the impact of its training activities either in terms of the quality of 
training or the impact on the lives of the trainees and/or the organizations with which they work. 

Discussions with AMIDEAST revealed that they plan to restructure their AID project with an 
institutional strengthening focus. The upcoming consultancy could help AMIDEAST in the project 
design phase by utilizing the logframe methodology as a planning tool. A carefully designed project 
would provide the basis for effective monitoring and reporting. 

In addition, AMIDEAST wiil need assistance in developing methods of measuring the impact 
and quality of their training activities. They have requested such assistance as part of the consultancy 
and would like to enlist the services of an expert in the evaiuation of training, 

The country director will btv at the AMIDEAST home office from April 26 through May 7. A 
good deal of progress toward development of a logframe for the new AMIDEAST project could occur 
at that time. In addition to the visit of the country director, the AMIDEAST programmer wiil be in the 
home office from March 29 to April 8. Work with her and other AMIDEAST home office staff during 
that time could focus on the evaluation of training with emphasis on methodology and data storage 
and retrieval. Work at the home office on both issues would save considerable time in Jerusalem. 

The Jerusalem consuitancy should take place as soon as possible after the country director's 
return to Israel and after the results of the external evaiuation have been reviewed and addressed by 
both AMIDEAST and AID. This means the consultancy will pdabiy have to occur around the second 
week of May. Atlantic Resources Corporation will begin work immediately to find a suitable individual 
for this consultancy. 



D. NON-TARGETED PVO WORK 

Introduction 

Visits with non-targeted PVOa focused on logframe review and finalization, discussion of 
indicators to measure progress on project purpose and outputs, Jiscu~~ion of targets for those 
indicators against which progress would be measured in the SAR, and the data collection methods that 
wouid be used to gather information for reporting. It was assumed that with the considerable work 
done on the logframes for the YMCA, SCF, SCH, and the CRS Village Health Project before leaving 
for Jerusalem, and the individual work sessions that were part of the Logframe Workshop, most of the 
work on iogframes wouid be completed and discuscrlons in the individual PVO meetings could move 
onto targeting and data collection. Unfortunately, this was not a valid assumption in most cases, and 
much more time than planned was needed to finalize logframes. A complete description of the status 
of the logframe process Is presented below for each of the four non-targeted PVOs. None of the non- 
targeted PVOs was able to produce targets for their purpose and output level indicators: To help them 
develop targets, ail were given a target worksheet (see Appendix A) and were asked to complete it 
for all indicators and forward it to Atlantic Resources Corporation by March 15, 1993. 

In addition to iogframe issues, discussion with the non-targeted PVOs, as with the targeted 
PVOs, also covered SAR revisions and reporting issues; general issues relating to the interaction 
between AID (both Washington and Jerusalem) and the PVOs, including what AID could do to improve 
relationships; and the quarterly report (activity reporting) issue. 

YMCA - 
Status of Logframe, Indicators, Data Collection 

The YMCA staff had spent considerable time between the workshop and the consultant visit 
finalizing their logframe, so minimal time was required for discussion of purpose, outputs, and 
indicators. The logframe finalized in a working session at their office in Ramallah can be found in 
Appendix B. The YMCA will now work on developing targets for ail indicators and will send those 
targets to Atlantic Resources Corporation before March 15, 1993. Data collection procedures are 
complete for the YMCA; their tracer studies and internal records will provide accurate, complete 
information for monitoring and reporting. 

Current Assessment of Strengths and Weaknesses 

The YMCA staff has a good understanding of the logframe process and of the importance of 
monitoring as part of project management. AID reporting will not place additional burdens on them 
since they collect most of the information for intemal monitoring. However, the issue of activity 
reporting for the AID West Bank and Gaza monitors posed something of a problem for them. They 
indicated that they cannot make any commitments on reporting without the approval of the YMCA 
home offlce. 



Further Work Needed to Improve ProJect Monitoring 

It is not anticipated that any further work in proiect monitoring wiil be required for the YMCA, 

SAVE THE CHILDREN FEDERATION (SCO 

Statua of Logframe, Indicators, Data Collection 

The logframe for SCF is not complete. Prior to departing for Jerusalem, the SCF logframe was 
split into three pe.rts to reflect the work being done in their three component parts. After considerable 
discussion with the SCF Director, it was decided to combine the separate logframes into one because 
ail three had the same purpose: increased self-reliance within targeted communities in the West Bank 
and Gaza. The current logframe, contained in Appendix B, has five outputs that all lead directly to the 
purpose. Indicators chosen at the output level will accurately reflect progress toward the project 
outputs and thus toward the purpose. At this point in time, however, SCF has not developed a 
purpose level indicator to measure the impact of their project, and the means of verification and 
assumptions are also not complete. Outputs and indicators reflecting work in the health area were 
not incorporated in the logframe since only $10,000 is allocated to health. However, work in the health 
area should be monitored at the activity level. 

Considerable discussion focused on the development of a purpose level indicator. It was 
suggested to SCF that they develop an index that could be used to measure self-reliance in their 
target areas and that they measure progress against this index. Since SCF has had similar purposes 
in other projects, it may be the case that indicators have been developed to capture impact at this 
level. It is suggested that SCFfJerusalem continue to try to develop an index for pulpose level impact 
measurement either among their staff in Jerusalem and Gaza, or with SCF home offlce staff. 

It should be no problem for SCF to complete the means of verification and the assumptions 
sections of the logframe. They have a comprehensive data collection system that wiil provide all of 
the data, and their thorough understanding of the conditions necessary to work in the West Bank and 
Gaza should aiiow them to accurately specify the assumptions necessary to carry out their work. 

Current Assessment of Strengths and Weaknesses 

SCF has a sound understanding of project monitoring and a comprehensive procedure for data 
collection for monitoring purposes; and, according to their recent evaiuation, their program is excellent 
in most aspects. The major problem faced by SCF with regard to AID monitoring is that only 23 
percent of their funding is derived from AID, and those funds are not isolated by component or activity. 
This fact makes impact evaluation of AID funding nearly impossible. It also dulls their interest in 
spending a great deal of time in developing logframes and indicators and special measurement efforts 
for those indicators just for reporting to AID. The Chemonics evaluation team recommended that the 
AID funding be isolated and spent on certain activities to reduce the burden of reporting for SCF. SCF 
has rejected this recommendation. In light of this, the problem and tension with regard to AIR 
monitoring will most likely continue. Until the time that SCF does in fact target and/or isolate AID 
funding by component or activity, it is recommended that SCF not be pushed too hard in developing 
reporting procedures that are out of sync with their own internal monitoring procedures. With the 
submission of the next proposal, however, AID has an opportunity to incorporate the logframe 



methodology (including indicators and targets) into the project from the beginning. If this is so, the 
understanding and acceptance of the logframe as part of the normal project development, monitoring, 
and reporting will most likely increase. 

Further Work Needed to Improve Project Monitoring 

SCF was asked if the WB/G Project could provide any further assistance to them in the areas 
of logframe development and/or project monitoring. SCF indicated that they did not need help at this 
point but may be interested in such after their new project is funded. 

SOCIETY FOR M E  CARE OF THE HANDICAPPED (SCH) 

Status of Logframe, Indicators, Data Collection 

The November assessment of SCH's monitoring system concluded that SCH monitored and 
documented its activities carefully. However, most of what SCH was reporting to AID was not useful, 
while important information on progress toward objectives, though well documented, was not reported. 
Consequently, discussion with the SCH Director was directed at obtaining agreement on purpose and 
output objectives and indicators for reporting progress toward those objectives (see SCH Logframe, 
Appendix t3). 

SCH's developmental education for children in the Gaza Strip aims ultimately to prepare 
handicapped children for entrance into higher level programs where they can receive training and skill 
development to function as productive members of Gazan society. Most at-risk children go on to 
normal school. As a result, purpose level indicators measure the percent of those who have 
graduated, i.e., those who have been successfully p w t w d  for further education. However, while 
admission of SCH graduates to higher level programs is not within SCH ability to control (because of 
limited availability of places for the chiidren and also because these higher programs are not funded 
by AID), it is also important to measure the number of children who are actually accepfud into higher 
level programs. Such acceptance provides the rationale for the program as it has been designed. 
Purpose level indicators will be reported in the November SAR as autumn is the time teachers learn 
whether previous students havo gone on to further education. 

Cunent Assessment of Strengths and Weakness68 

SCH currently gathers data on all indicators in the new logframe. However, most of the data 
are stored in Project Managers' hard-copy files on children and teachers and, until now, have not been 
extracted for reporting to AID. Once agreement on the logframe has been obtained, SCH intends to 
create a computer program for storing this data to expedite SAR repodng. Because the SCH 
Chairman was out of the country, final approval of the logframe is still pending. Once the logframe 
is approved, SCH will begin work on establishing baselines and targets for the indicators and will 
forward them to Atlantic Resou~es Corporation by March 15,1993. 



Further Work Needed to Improve Project Monitoring 

SCH still does not have sound grasp of logfnme methodology. In view of this, Atlantic 
Resources Corporation has offered assistance to SCH in helping them construct a logframe for the 
project for the hearing impaired. Also, in light of past weaknesses in semi-annual reporting, SCH will 
need assistance in preparing their SAR under the new guidelines. SCH has requested that Atlantic 
Resources Corporation review the May 1 SAR and make suggestions for improvement before it is 
submitted to AID. 

CATHOLIC RELIEF SERVICES (CRSN VILLAGE HEALTH TRAINING SERVICES PROJECT 

Status of Logframe, Indicators, Data Collection 

This project suffered from the outset from inadequate planning for both implementation and 
monitoring. To expedite progress, a draft logframe was prepared by Atlantic Resources Corporation 
and presented to the Project Manager for comment. The logframe incorporated AID comments both 
on the CRS baseline health survey and on initial indicator selection and drew primarily from the 
exhaustive list of indicators prepared by the Project Manager and CRS health consultant. Atlantic 
Resources Corporation consultants worked with the Project Manager to finalize the proposed logframe 
and obtain agreement on indicators for monitoring progress. 

It should be noted that the CRS heaith project intends to conduct a number of activities not directly 
related to primary heaith care, such as care for the elderly and the handicapped. These non-primary 
health care elements form toughly 20 percent of the project. However, in the interest of simplifying 
reporting, the logframe is intended solely for the purpose of measuring heaith status primarily of infants 
and their mothers and secondarily of the target families. Any additional impact or successes regarding 
other health activities will be described in the SAR narrative. 

Indicators 

CRS will report on four purpose level indicators: 

Incidence of diarrhea. This indicator will measure the reduction of parasitic diseases 
brought about by Improved hygiene, improved preparation, and storage of food, safer 
drinking water, and improved sanitatiodsewage disposal. 

Incidence of respiratory diseases. There is a less direct linkage between the types 
of interventions planned and respiratory ailments. Moreover, the questions covering 
this indicator in the baseline survey combined incidence of colds with more serious 
(and preventable) illnesses. For these reasons, the indicator should be interpreted with 
caution. 



Incidence of low weight for age. This indicator is intended to measure nutritional 
changes among infants. 

incidence of anemia among pregnant women. This indicator will measure Improved 
consumption of iron-rich food during pregnancy. Because of the expense and logistical 
difficulty of blood sampling, this Indicator will be not be reported again until the end of 
the project. 

See the CRS Health Logframe In Appendix B for a complete list of output level indicators. 
Once the Indicators were agreed upon, the Project Manager was given the target worksheet to 
complete for all indicators. Since analysis of the baseline survey has not been completed, the target 
worksheet will be forwarded to Atlantic Resources Corporation by March 15, 1993. 

Current Assessment of Strengths and Weaknesses 
- 

CRS now has fairly reliable baseline data on purpose level indicators. However, throughout 
the course of Atlantic Resources Corporation's work with the Project Manager, it was apparent that 
he still lacks an understanding of the usefulness of the logframe and the importance of regular data 
collection for monitoring performance. As one consequence, one of the unresolved issues concerns 
purpose level reporting. CRS still has no plans to gather purpose level data, believing that purpose 
level measurement will require a repetition of the costly, overblown baseline survey. The Project 
Manager was asked to plan a small-scale survey to measure purpose indicators only, using a smaller 
sample. Since the Project Manager expects no impact at the end of the first year, it is recommended 
that purpose level data be collected at mid-terrn. He was asked to demonstrate to Atlantic Resources 
Corporation and AID the methodology of this smaller scale survey. Ha is currently very busy with 
project implementation, the baseline survey, and other obligations and will probably need some months 
before he can devote the necessary time to this task. 

Further Work Needed to Improve Project Monitoring 

CRS could benefit from direct assistance in improving its project planning, scheduling, and 
management capabilities. A consultant could work directly with the Health Project Manager to: 
examine the annual implementation plan and address any deficiencies, train the Project Manager in 
planninglmanagement techniques, review and streamline the data wllectlon/storage system. This 
should be done only after analysis of the baseline survey is complate as the survey will bring to llght 
the health issues that need to be addressed. Such assistance would serve to streamline project 
activities, reduce the PM's workload, and ensure the success of this project. 



E. SEMI-ANNUAL REPORT REVISIONS 

Proposed revision8 in the SAR guideiines were presented at the workshop, As mentioned 
above, discussion of the guidelines was terminated early because of a snowstorm. However, lengthy 
discusaions were held with each PVO to obtain feedback on the proposed revisions, and on general 
SAR issues. All PVOs welcomed the revisions and indicated that they felt the new guidelines are 
simpler a ~ d  clearer. The issues raised by the PVOs that are noted below have been addressed in the 
latest drart of the SAR guideiines (see Appendix C). 

In the course of the PVO discussions on the SAR revisions, several issues arose that require 
clarification. These issues should be addressed and resolutions should be incorporated Into the SAR 
guideiines as appropriate. AID should finalize the SAR guidelines as soon as possible. PVOs are 
anxious to receive the new guidelines to use in preparing their May 1 SAR. It was explained to them 
in Jerusalem that the next SAR would test the new guideiines. 

Timing and Timelineas of the SAR 

All PVOs except ANERA indicated that, under normal circumstances, they should not have 
difficulty submitting their SARs on time. PVOs whose last SAR was late indicated that the lateness 
was due to special one-time circumstances that would not be repeated. Several PVOs mentioned that 
their SARs were delayed at their home offices. ANERA indicated it needs at.least two months 
between the end of the reporting period and the submission date. Atlantic Resources Corporation 
does not agree with this conclusion and feels that the long period of time requested by ANERA is due 
to a misunderstanding of the level of information necessary for project monitoring and reporting to AID. 

The timing of the SAR reporting period is also not a problem for most PVOs. SCF initially 
complained that the reporting period was inconvenient for them because it did not correspond to their 
quarterly report dates, but this complaint was withdrawn when the one month lag time was explained 
to them. Apparently, SCF did not realize that the end of the reporting period and the due dates 
differed by a month. ANERA is the only PVO with problems with SAR submission dates. Their fiscal 
year is, June 1 to May 31 and thus does not, correspond with the SAR reporting periods. They would 
prefer that the reporting periods correspond with their quarters. 

As currently defined, reporting on output indicators is to occur semi-annually, while reporting 
on purpose level indicators wiil occur only once each year. PVOs were asked to indicate which SAR 
reporting period would be best for them for purpose level reporting. There was considerable difference 
among PVOs on this issue, with SCH, SCF, CRS, and ANERA indicating they would prefer t~ report 
in November and the YMCA and CDP with a preference for May reporting. 

The flnal issue on SAR timing was raised by several PVOs who are starting up new projects 
andfor ending old ones. SCF did not submit a SAR for the last reporting period because their project 
had only been under way two months. The CRS Village Health Project face$ the same situation. 
Other PVOs do not want to switch reporting formats for projects that are ending in the next reporting 
period. Ail PVOs were confused on how long after the end of a project reporting shouid continue and 
on what the real definition of "final" is in AID terminology. 



is it important to AID that all PVOs submit SARe at the same time for the same 
reporting period, or could reporting dates differ among the PVOs? 

Will it be acceptable for PVOs to report on purpose level indicators in the May or 
November report as more convenient to them? 

How many months need to have passed in a new project to initiate the SAR process? 

is it acceptable to use the old SAR format for projects that are ending soon? 

How long after a project officially ends should monitoring and reporting continue? 

• What is the definition of the time period when the final report is due? 

VAT and Customs Recovery 

Ail PVOs indicated that VAT and customs recovely were extremely problematic due to the ad 
hoc Israeli procedure for reimbursement. When VAT invoices are reimbumed, the Israeli government 
gives a lump sum reimbursement, without indicating what (which invoice) the reimbursement is for, 
so PVOs cannot match invoices with reimbursements. Some PVOs were eager to point out to AID 
that not all items on which VAT is charged are reimbursable, such as services, amounts under $100, 
and some things bought for local organizations. 

Discussion of the VAT problem revealed that while there is agreement among the PVOs that 
. 

the VAT issue is troublesome, many PVOs revealed procedures that had enhanced their recoveries 
andlor their reimbursement process, such as submitting duplicate copies of the invoice. 

AID should promote sharing ideas and methodology on the VAT issue to ease the 
burden of reimbursement for the PVOs. 

flnanciai Reporting 

While all PVOs were eager to have financial repotting guidelines clarified, and most (ail except 
ANERA) felt that the new financial reporting formats were feasible, all asked for a clarification of terms 
for the line items. 



Does AID wish admlnletratlve costs to go on the flnanclol component reporting rhaat? 

Do the two reporting 6heeb need to total to the aame amount? 

Where do regular staff salarler and overhead go in the component roportlng 8haat7 
Do they belong on this sheet? 

Does AID really want reporting of overhead andlor indlreot costs? 

Should line items for financial reporting be the same in the grant condltionrr andlor 
cooperative agreement, the logframe submitted in the proposal, and the 8AR flnancial 
reporting sheet? 

If line items for financial reporting In the SAR differ from the cooperative or grant 
agreement, will amendments to that agreement be necessary? 

AID must define with precision the categories for financial reporting in the SAR 
guidelines. 

Gander Equity 

The table and section on gender equity were added to the SAR guidelines to reflect the fact 
that PVOs did not specifically address dsta wllectlon to Illustrate gender equity In their current 
agreements. Therefore, they may not be able to report gender specfflc data on all indiceton. 

AID should develop some criteria for gender specific reporting and inrrlst that it be 
addressed in future proposals. 

Reporting on Overlapping Projects 

Several PVOs noted that they are having trouble determining how to report In the SAR on 
projects that are ending, but being replaced by new projects with some overlap. PVOII definitely do 
not want to do two SARs. The suggestion ha$ been made to report on overall progress when the 
purposes and activities are essentially the same in a combined manner in the body of the SAR, but 
to separate prcject financial reporting in the expenditure section. 

Issues to be Resolved= 

How does AID want to handle reporting on overlapping projects? 



F, PVO (IrlJQQC8TION8 TO IMPROVE PROOAAM 

Prlor to doprrting for Jaruukm, the oonruHontr wan awed to cl9ooifkally fflk uuggwt0orrrr 
from PVO8 on what AID/Warhlngton and AIOIWWO oouid do to implove plenftig, m n M q ,  
nporting rquinrnontm, rd ovemll informrtlon flow for PVO pmjom. A numbor ot rmtionr wan 
offand, with r g m t  deal af rirnlirrity among the PVOs, ?hay rm lirM bobw wl(trout refarma ter 
tha PVO(8) mrklng tho 8uggortlond 

Continuous monitoring of tha logfnrnm ucrumptlon 'No aarlow dbmptkm tmm 
oocupation Intorventloru or poiitlaal tentionrloonatraintr" with mom WWO prrliolFwr#w, 
by AID (and Embrrry) offiolrlr in ruppon of PVO Uwilrtgd wlth i n t r m w  irnell 
offioirlr warding implomentation ot offloirily approved U,8. gouammc,nt pmgram 
davaiopmant initiativee and profoot aotivitiee. 

Provide prompt naponre$ to question8 and oonfjitionr; tMngr ofton Cake too long to 
work out. 

Give more notice when scheduling AID fkM trlpo. Fmur rnoro orr impact ovalucrtkn 
in field evaluation, talk to mom people (banafici~dor a d  korl PVO lrtaff) irwW of 
just 'seeing things.' Eotrbiirh pmtocoi for field vitM ro that all PVOI undentuld what 
is expected of them. Provide feudback fm AID rltor the VIM. 

Clarify program strategy as it relates to PVO p r o l e .  P m W  mom rpclrdftcr 
guidelinm for the type of project8 AID ir ioolcing to fund. Mordtor prwnm dmtagy 
with standnrdized indicator8 acmm ail PVOa so it Ir ovkJent wfmt each PVO proj.crt 
contrlbutea. 

Develop new guidelines for project pmpwalr. 

• D~veiop dear reporting procedures (who, what, Won, and at what kd). 

Send fewer viaitom; overall far too much time i8 epant on vbiaon. 

Share information on development idea8 anal orr other ectMth fundad by AID in tho 
area. 

• Facilitate information shering among PVOs, pomiMy papon, pcPporeb, SAFb. (Noto 
was made, however, of the problem 8houM urch document8 gat in(o tho hand8 of tho 
Israelis.) Then is not much redundancy and ovarlry> among WOI, but it cbm a*. 
increased coordination would raduca it. 

Provide guidance on a standard lexicon for PVO uao w h  reporting to or 
corresponding with AID. Currently many diffwnt torm8 m u s d  irctr-, 
such as progmm, project, wbprojm, and activity. 

Irnpmve coordination between AlDN and it8 psrsonr#sl in.counby #, that AID '8pdca 
with one voice' and conflicting in8tluctions to tha WO8 a n  wokbd. 

Recognize that some data gathering, particularly mabkhing bmchmh datr, dkn 



Recognize that some data gathering, partlcuiarly establishing benchmark data, often 
requires a considerable investment in time, effort, and expense, which can divert PVOs 
from their operational objectivee. Furthermore, these are tasks for whlch PV08 are not 
always adequately staffed, equipped, qualified, or sufficiently well funded to undertake. 

The "Buy Amerlca"requirernent causes delays in project implementation. Greater 
flexibility in procurement is needed. 

AID will address these issues with the PVOs, although at this point In time a speciflc format 
has not been established. 



G. MONITC RING SYSTEM FOR AIDNEST BANWAZA 

Two issues aroae in early discussions with the AlDMlest Bank monitor that were not included 
in the scope of work for the consultancy but which were seen to be of critical importance to effective 
r,ionitoring and were therefore addressed to the extent possible. 

The first of these was the continuing confusion in terminology among the PVOR and between 
AID and the PVOs. To obtain some standard terminology, a diagram of project structure was drawn 
up for each PVO with specific illustrations of the use of terms, including program strategy, PVO 
granuproject, component, subcomponent, activities, and activity sites. To help AID decide on the level 
of reporting required, the number of items at each level were also collected. These project structure 
diagrams are ir~cluded in Appendix D. Both the PVOs and the AID monitor indicated that these 
dlagrams wouid be extremely helpful in eliminating the confusion in terminology. However, the length 
of timo taken to prepare the charts, and the fact that even now some of the information remains to be 
completed, Is a strong testimony to the degree of confusion that reigned in terminology. It is 
recommended that these project structure diagrams be included in PVO proposals so that, from the 
start, terminology Is clear. 

The second issue that arose in initial meetings with the AID monitor for the West Bank was 
the need to develop a system to enhance the monitoring of PVO programs in the field. Discussions 
about that system led to production of a draft system design (see Appendix E). The system design 
should be finalized as soon as possible with input from both AID monitors. It wouid be most 
appropriate to build a database with provision for input of data both from the SAR and field visit 
reports. The basis for the database wouid be semi-annual activity reporting by PVOs in 
accompaniment to the SAR. EDectronic input of data from PVOs will be built into the design, thus 
reducing or eliminating the need for paper reporting on activities. A consultancy is scheduled for the 
end of ApriVearly May to complete the design and implementation of the activity monitoring system. 

The AID monitor sees this activity reporting system as a replacement for the quarterly report. 
This type of reporting and the system in general were discussed with the PVOs. All PVOs were 
receptive to the idea and did not feel they wouid have much trouble complying. All were more than 
grateful to be rid of the quarterly reports. 



H. SUMMARY, CONCLUSIONS, AND NEXT STEPS 

A chart summarizing current PVO status on monitoring Is presented on page 29. All team 
members agreed that tremendous progress was made during the three weeks irr Jerusalem on 
Increasing general understanding and acceptance of monitoring methodology. Most PVOs now see 
the need to monitor their projects internally to promote effective management. Many PVOs have 
asked for help in setting up manual and/or autoniated systems to enhance their project monitorlng. 
Care will have to be taken to allocate the limited reeources of the West BanWQaza Monitoring Project 
to those activities and/or PVOs most in need of attention, but it is Imperative that the Initiative that has 
begun not be dropped. Tasks to continue the momentum Include: 

• Work with AlDN to finalize revisions In the SAR guidelines. 

• Review May I SARs In accordance with new guidelines and provide help to PVOs as 
necessary. 

• Follow up with PVOs on March 15 due date for Indicator targets. 

• Follow up PVO February field trip to discuss results of consultancy and needs for 
further assistance: CRS, ANERA, ACDI, AMIDEAST. 

• Work with PVOs that have requested additional help (as appropriate and financially 
feasible) under the West Bankeaza Monitoring Project. These PVOs include CRS, 
SCH, CDP, and AMIDEAST, and ANERA. 

Prepare scope of work and identify consultant for AMIDEAST consultancy. Work with 
AMIDEAST In Washington, D.C. to initiate discussion of logframe. 

• Offer additional workshops on monitoring topics for PVOs (conduct a survey to 
determine interest and need). 

Revise guidelines for proposal submission including budget (proposal budget, grant 
agreement, logframe, and reporting should reflect the same budgetary categories). 

• Develop flowchart and specifications for an AID/WB/GAZA monitoring system that ties 
together logframe, SAR, .targets, activw, and financial reporting and prepare a manual 
that outlines procedures for effective monitoring using this system. 

• Finalize system specifications for the activitylfield monitoring system, complete 
programming of the system, install in Jerusalem and Tel Aviv and train users, and 
work with PVOs to develop elictronic formats for data input. 

• Begin thinking ribout standardizing some indicators across PVOs so that they can be 
accumulated to the WBEaza Program level (maybe at the sector level-for both 
indicators and funding). This would ensure that PVOs represont AID programming 
strategy and help PVOs target thelr proposals more directly to the AID strategy. 



Complete financial tracking system. 

Continue to work on standardizing terms. 

Prepare analysis of monitoring systems currently in place with recomrnendatlons for 
further work needed. 





APPENDIX A 

CONSULTANCY SCHEDULE 

PRE-POST LOGFRAME WORKSHOP ASSESSMENT 

TARGET SElTlNG WORKSHEET 

WORKSHOP PARTICDPANTS 



SCHEDULE OF ACTlYrrlES 

February 8-9 Logframe Workshop 

February 9 Presentation of SAR Revisions 

February 10-26 ANERA (Kenneth Smith) 

CRSIIRD-CB (Sandra Bertoli) 

ACDI, CRSNillage Health, SCF, SCH, YMCA 
(Susan Exo and Ken Liuio) 

February 12 

February 15 

Fabruary 16 

February 17 

February 22 

February 23 

February 24 

February 25 

February 26 

Discussion of AIDIJ monitoring requirements with Karen Tumer and G a y  
Aboud, AID 

Meeting with Bruce Stanley and staff, AMIDEAST 

Meeting with Randall Harshbarger and staff, SCF 
Meeting with Michel Sansur, CRS 

Meeting with Michel Sansur, CRS Health Project Manager 

Meeting with Lance Matteson, ANERA 
Meeting with Karen Turner, U.S. AID 

Meeting with Randa Hillal and staff, YMCA 

Meeting ~4th Arseian Al-Agha, SCH 
Meeting with Randall Harshbarger, SCF 

Meeting with CRS staff 
Exit meeting with CDP staff 

Meeting with Wafa Dajani, ANERA 
Meeting with Norm Olson, U.S. EmbassyKel Aviv 
Exit Meeting with Michel Sansur, CRSNillage 
Health Project 

Exit Meeting with Lance Matteson, ANERA 
Exit Meeting with Karen Turner, U.S. AID 
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RATIONALE FOR THE ANERA LOQFRAME INDICATORS 

PURPOSE LEVEL 

Narrative Summary: Management and economy-stimulating services of selected Palestinian 
institutions strengthened. 

Indicators: 

1A. New jobs (full-time equivalent) generated 
16. Percentage of females in new FTE jobs 
2A. Number of direct beneficiaries served by the targefed institutions 
28. Percentage of female direct beneficiaries 
3. User fees paid to targeted institutions for ANEM-assisted project sorvlces. 

(This is an indicator of the strength of the institution in that users value their 
services and are willing to pay for them) 

4. SUSTAINABILITY - Percentage of assisted institutional setvices units 
operating at a 'Satisfactory" level 

Means of Verification: 

1. External Survey - conducted at the end of the project 
2. ANERA Coordinator inspection of the targeted institutional records 
3. ANERA Coordinator inspection of the targeted institutional records 
4. ANERA Coordinator 'judgment,' and External Evaluator assessment 

OUTPUT LEVEL 

Narrative Summary: 1. Functioning WBG Agricultural Cooperative Service Units 

Indicators: 

1A-1. Number of Agricultural Cooperatives assisted (scope and extent of 
Institutional Strengthening Outreach Program) 

1A-2. Number of full-time paid employees operating ANERA-assisted services. 
(Full-time paid employees (FTPE) is a key indicator of strength and stability 
vs. ad hoc volunteers - but FTPEs must be analyzed in conjunction with 
services delivered as well as the size of the beneficiary group) 

1A-3. Percent of Agricultural Cooperatives with timely acceptable financial 
statements. (Without effective financial management, no aenrice delivery 
institution is likely to be strong or prevail for long.) 

1A-4. Total revenues (thousands of dollars). (Cnrde but relatively easy indicator 
of the institution's ahility to pay for employees, operations, and senrice 
delivery programs. Also, unlike net income, this data is readily aggregated 
across dissimilar classes of institutions - such as cooperatives, 
municipalities, and NGOs) 



1A-6. Percent of Milestones Completed.' (Indicator of ANERA progress in the 
process of strengthening the assisted institution) 

1A-8. Percent of Agrlcuiturai Cooperative8 assessed as "Satisfaot~ry.~~ 
(ANERA's "on-the-ground"best technical "gut feeling" about how things are 
going) 

Narrative Summary: 2. Functioning Municipal Services Facilities 

Indicators: 

2A-1. Number of municipalities assisted 
2A-2. Number of full-time paid employees operating ANERA-assisted services 
2A-3. Percant of municipaiities with timely acceptable financial statements 
2A4. Total revenues (thousands of dollars) 
2A-5. Percent of Milestones completed 
2A-6. Percent of municipaiities assessed as "Satisfactory" 

Narrative Summary: 3. Functioning WBQ NO0 Services Units for Health; WID and other 
Social Services for Employment Generation 

Indicators: 

A Number of NGOs assisted 
3A-2. Number of full-time paid employees operating ANERA-assisted services 
3A-3. Percent of NGOs with timely acceptable financial statements 
4A4. Total revenues (thousands of dollars) 
5A-5. Percent of Milestones completed 
6A-8. Percent of NGOs assessed as "Satisfactofy' 

Means of Verification: 

1A-1; 2A-1; 3A-1: ANERA Technical Consultant records 
1A-2; 2A-2; 3A-2: Assisted institutions records 
1A-3; 2A-3; 3A-3: ANERA Technical Consultant judgment 
1A4; 2A4; 3A4: Assisted institutions records 
1A-5; 2A-5; 3A-5: ANERA Technical Consultant records 
1A-6; 2A-6; 3A-6: ANERA Technical Conftuitant judgment 

'ANERA pkn8 to review each of ib '+ imprer~~~htbn plan# and re&uom tlnm In a 8implHkd 
PERTJCPM-typ~ format Several koy mi- m than k idarW in project for i-tkn monitoring. Tho total number 
d mileetonom per prom will be tho bub for computing the prcleanhge complotod and .sdng llrrnphurd targob. Tha eggragall, 
d lhmo m l m  will be reported against thb logframe. 

'I.@., Functioning in a .~Udactory manner given the mge of h m t i o n .  'h criteria for 'MIV and tlw achedub will 
be dowloped and deflnod by ANERA Technical Conmdtants in conjunction with the Target Bendbiafy ii;-+-qs;io 
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APPENDIX C 

REVISED SEMI-ANNUAL REPORT QUlDEClNES 



Tho Soml~Annual Raprl(8AR) rhould k rubmlM to AID bofon November 1 m d  My 1  cHoPI 
y a r ,  unlerr oth@rwl~ agnod upon with the t00p0n8lbh AIDMI PmJm Bllkrer, All pmjaet~~ 
mverod by gnnt rgnamontr that have beon in opamtion tor man than four month# Mould repen 
ewerding to the format that followr. 8AAa for p m J m  i au  man four month o# M(KI not oontOnn 
to thlr roportlng formet, but rhould wntah a rrrmtivb rumary uf ~Otlvitio$ m d  prognw to dam, 
ProjeoU rhould aontlnue to npon in raaordanoo wlth tho ~ o ~ u  l / M y  1  who&b up ae tho 
PmJeot Aulrtmoe Cornpiatton Oete (PACD), For projwfa that m onding but bohg nplcrard by 
new pro)ecrt, with the semo purporee, outputr, and aativltiea, ootnbine npodrg on both tho old 
end new p m J m  in tho cover rhaat and main body of the fopon, but repoff axponditurn 
8eparataly. 

Repom rhould be nine to twalve peger In iongth with a one peg9 wmmrry m a r  ahaet. Ton 
paper copies of the report rhould be eubrnlttod. 

The putporn of the cover sheet is to prorent readon with r quiclr conch pkhrra of tho pmgmw 
of the project. It rhouid be limited to om pago md ohould mntdn the pmjmt nrm, projclot 
purpose and expected output$, progreu, and the major rotloru piennod for tho noxt rbr mnlh8. 

P m J e  Nama: 

The name of the o~anizatlon and the project name. 

The purpose(8) and expected output8 notod In tho pFOJOC1 logfnmc, I)KnrM be 8padMd. 
They will remain the mme for all SAR reporting prrlodr over tho Ilfa d the pmjoct. 

In addltlon to a bulletized list of major actions completed over tho rJortkrg period, thb 
~ d r o u k l ~ i n a d ~ h p t i o n d ~ r t r Q l c l i n e b r k f n a m t h n c k r c l t p t k r r  
8ummslri3ing p r o g m  toward the project p u m a )  and progmr on oulprdr mrt- 
up. After read in^ the summary, me should have r good Mae of what ha8 boon 
accomplished d m  project start-up and whether pmgmm tcr on achduk. tt rhou# rrot 
include p r o g m ~  on all indkaton, nor should it indudo long dodp tbm of probkmr. H 
problem a n  major and have impeded progrm to a krpr, &~m, thy shoo# k 
mentioned brklly In tM8 mctlon. Although proglw~ ocr puqmeo kwl hdicmn mndr to 
be memured and updated annually, rathu than scwnimnudty, thir a d o n  dnnrki nlloct 
the most current measurement of p r o g w  toward the project purpow. 





Slnoe projwt Inoeptlon 

Narrative should give the reader a conlpiete picture of the accomplishments 
of the project from start-up to the current time, for the project a8 a whole 
and for specific components. It shouid stand alone, and not refer to 
previous SARs, but, with approprlate updates and modificetlons, may repeat 
statements made in previous SARs. 

lnltlal lndlcatlon of Impact 

This section shouid cor~taln a general discussion about the impact(&) (whether planned or 
unplanned) of the project that are evident or becoming evident at this stags of the project. 
This section does not deal with indicators; it should report the judgmant of the PVO 
regarding the general impact of the project. 

Progreoe on Indlcatoro 

Provide specific analysis of progress on project indicators. Discussion should follow the 
Indicator Monitoring Chart (format attached). See the ciirections that accompany the chart 
for specific instructions on its completion. Progress on purpose level indicators should be 
reported annually in the reporting period when data become available. Progress on output 
level !sdicators shouid be reported every six months. All indicators for which there are data 
should be included in the chart. 

Provide analysis/discussion of key indicators and indicators which illustrate problems or 
significant change; not all indicators need to be mentioned in the nan9tlve. If data are not 
available for indicators, the narrative should indicate why and what steps are being taken to 
collect the data. Discussion of indicators should focus on targets. In general, indicator 
discussion should represent cumulative progress on targets; progress during the SAR 
reporting period toward targets should be mentioned where significant deviations from the 
target have occurred. 

If major deviations from targets occur in a reporting period, targets for the next pafiad(s) 
should probably be revised accordingly. For example, if a target set at 10 for @ repcrZlng 
period falls short by 2, the target for the next period shouid be rewised upward by 2 to 
make up for this difference. However, it may not always be possible to make up deviations 
in one repodng period. Major deviations from the target should be Targets for 
the End of Project should not be changed without dicusssicn with and approval from AID. 
Targets shouid always be realistic. 

Gender Equity 

AID is committed to ensuring that gender equity is addressed in all funded pm@cts. Since 
ongoing projects have not specifically built in gender equity components andfor outputs; 
ongoing reporting should try to report by gender on key indicators. include in the following 
table key indicators at the purpose level if possible. If gender specific data are not 



available for purpose level indicators, select key output level indicaton. If gender specific 
data are not available for either purpose or output level indicators, beneficiary data alone 
should be reported. Narrative accompanying the table should Indicate to what degree 
women are involved in project activities, and the degree to which they may be beneficiaries 
of tlre project. 

This section should include clear statements about problems affecting the progress of the 
project toward its objectlve(8) and what steps are being taken to solve those problems. 
Problems and solutlons should be discussed together. 

Other Pertinent Information on the Project 

This discussion shouid include adrninistrative issues, comments on sustainabillty, 
institutionalization, success stories that relate dlrecily to the project purpose, and any other 
relevant n~rrative about the project and Its progress. For example, this section should list 
reports generated under the project, major personnel and administrative changes, 
consultants, visits, etc. Reports andfor papers prepared with project funding should be 
briefly summarized with key findings noted. Attach copies of Important reports or other 
documents completed in the SAR period in an appendix. 

Expenditures 

This section will present the status of expenditures, budget, and pipeline for the project. It 
should follow the format prescribed for the Financial Tracking System (sample attached). 
Project financial data should be reported for the columns on the spreadsheet at the project 
level, by the budget categories noted on the format, and by project component. 

Value Added Taxes and Custom Duties 

Each SAR shouid contain a section reporting the status of Value Added Taxes (VAT) and 
custom duties, noting relevant observations and explanations. The report should be 



oumulative, life of project and not llmited to the slx-month reporting period. AID 
underetande that Paleatlnlan NQOe are not exempt from taxes and cuetom dutlee and need 
only report the amount8 paid, The following format ehould be used: 





COMPONENT SUMMARY AS OF MARCH 31,1993 



BUDGET SUMMARY AS OF MARCH 31.1993 

PRWEGT NAME 
GRANTICOOPERATlYE AGREEMENT NUMBER 

START AND END DATES 
L W  

XFfALTHRtl FY92 f 
'MRCH 81,1993 

(1) - ( I  = @I 1 
WWd l3wmhd l'wb 

PROGRAM 
Technical Assistance 
Training 
Equipment 
Construction 
Other Special Funds 
SUBTOTAL PROGRAM COSTS 

$0 

$0 

$0 

$0 

$0 

OPERATIONS 

$0 $0 $0 $0 

$0 $0 $0 $0 

Salaries $0 

Travewer Diem $0 

Overhead $0 

Other Direct Costs $0 

SUBTOTAL OPERATION COSTS 

- .  

PROJECT TQTALS SO. 

$0 $0 $0 

$0 $0 $0 

$0 Q Q 

$0 $0 $0 

$0 $0 $0 

$0 $0 $0 

$0 Q $0 

$0 $0 $0 

$0 So $0 

$0 $0 $0 

$0 $0 $0 

$0 $0 $0 

$0 $0 $0 

$0 $0 $0 

. "  w $0 w j  w $0 so 



APPENDIX D 

PROJECT STRUCTURE DIAGRAMS 
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APPENDIX E 

FIELD MONITORINQ SYSTEM DESIGN 




