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INTRODUCTION

This online guide aims to offer guidance and assessment tools for youth workers, in the peacebuilding field, to be able to better p lan,
monitor and evaluate their work and learn from it.

Click on one of the sections below to dive right in, or scroll down to find out more about how to use the guide.
What is the Guide for?

To understand and explain the impact and success of your work

To learn how to apply monitoring and evaluation tools to your work

To assess your knowledge and practice in the area of monitoring, €  valuation and learning

To strengthen learning throughout your organisation

Why?

Youth organisations often prioritise action to reflection. Yet, they find it hard to explain what they have achieved. With li mited time and
resources for reflection, they strug gle to become more strategic and improve the quality of their work.

How do we escape this trap? How do we harness the creative potential of youth organisations as learning organisations?
This Guide aims to offer orientation for young peacebuilders on how t o:

reflect on their own working practices at the organisational and project level

plan, monitor and evaluate their daily and strategic peacebuilding work

generate learning outcomes from the work they do as peacebuilders

Thus, the Guide is directed at an au dience of young peacebuilding practitioners interested in further strengthening their competences in
monitoring and evaluation. The main aim is to enhance the peacebuilding efforts by assessing key dimensions of their work.



How does it work and where to  start?

This Guide proposes two intertwined steps:

e,

L

1. Assessing your knowledge and practices on three levels:

Assessing your knowledge - a quiz to review your knowledge in monitoring, evaluation and learning.

Assessing your projects - a tool helping you to assess your monitoring, evaluation and learning practices when
implementing projects.

Assessing your organisation - a tool he Iping you to assess your monitoring, evaluation and learning practices on six
dimensions of your organisation's work.

2. Learning and improving your knowledge and practices on three levels:

Learning the basics - a short introduction to key terms and concepts on monitoring, evaluation and learning.

Learning for projects - a step-by step explanation with advice and resources on how to improve your monitoring,
evaluation and learning practices at the project level.

Learning for organisations - a step-by step explanation with advice and resources on how to improve your monitoring,
evaluation and learning practices on six dimensions  of your organisation.

Last but not least, the most relevant resources about monitoring, evaluation and learning for each of the levels in
Assessing and Learning can be found in the Resources section.

Design your own learni ng path

As you design your own learning path, feel free to follow the Guide step by step starting with Assessing your Knowledge
or to start with any of the assessment tools or suggestions for learning. It is up to you which path you take, how much
time yo u invest and to what extent you want to use the opportunities included in this Guide.



Run a Quick Scan! If you want to get a fast impression of where you and your organisation stand with your monitoring, evaluation and
learni ng practices you can opt for the 3qguick scani!

The Learning Curve. A guide to Evaluation for Youth Organisations is a tool to support young peacebuilders in improving their practices
with the aim to make their peacebuilding work more sustainable.

The guide has been developed in the context of along -term partnership called Youth Impact: Strengthening

Organizational Capacities to Build P_eace in Europe - funded by the Erasmus+ Programme - implemented by

the International Secretariat of the United Network of Young Peacebuilders in partnership with five European

UNOY members, namely Service Civil International (SCI), Fundacién Catalunya Vo luntaria (FCV), Peace Action,

Training and Research Institute of Romania (PATRIR), Cent r o Unternazionale per |l a Pror
e lo Sviluppo (CEIPES) and European Intercultural Forum (EIF).

This guide is based on an in -depth research and analy sis conducted by the six organisations mentioned above.
The research focused on the current monitoring, evaluation and learning practices in youth peace
organisations in Europe, and identified what needs to be done to improve them.

_ Access the Research Report here.

This Guide is
A tool to learn about necessary elements of planning, monitoring, evaluation and learning
A tool to assess current practises in monito ring, evaluation and learning in order to identify strengths and weaknesses.

A repository of good practice in the field and available tools, tips and resources to improve youth peacebuilding work.
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This Guide is not

an exhaustive website on how to conduct m onitoring and evaluation and how to learn from it. There are many good quality publications
accessible online and offline. Instead, we hope that this Guide will support youth organisations to institutionalise monitori ng and
evaluation and will establish an d implement monitoring and evaluation systems as part of their subsequent projects and programmes.

ASSESSING YOUR KNOWIEDGE AND PRACTICES

In this section we will share with you three ways to assess your knowledge and practices on monitoring, evaluation
and learning.

For improving our work, we find it a good starting point to first assess our current knowledge base and practices.
Thus, we invite you to check your understanding of monitoring, evaluation and learning as well as to analyse your
practices at th e project and organisational levels.

Once you have assessed your current knowledge and practices, we suggest you to visit the section on Learning to
learn how to improve your work on project and organisational le vel in the field of monitoring, evaluation and
learning.

Assess your knowledge

Before we decide what more we need to learn, it is always wise to have a self  -summary of what we already know.
This way we can target the missing information better and save  time, by having a clear understanding of the
concepts we are dealing with.

This questionnaire will test your overall knowledge about monitoring, evaluation and learning . These 15 questions
will take you approximately 10 minutes to complete. Read it carefully, and choose the most appropriate answer.
Check the correct answers at the end of the quiz.



Eval uation isY an exercise completed a certain time prior and after the activity and focusing on the
perceived personal development of the participants.

a systematic assessment of an ongoing or completed project, program or policy, its
design, implementation and results.

an ongoing collection of information during a project/program to prove results.

Monitoring isY an ongoing process of tracking progress of a project usually via periodic meetings,
reports and status updates.

a set of specific tools and procedures designed to collect information during the
project used for its final evaluation and reporting.

the systematic collection and analysis of informati  on during the implementation of a
project or program to make necessary changes when needed.

Eval uation happens Y after the project
during and after the project
at all phases of the project since the planning phase.

An indicator isY a quantitative measu re (e.g. number of participants) that shows the progress of your
project.

a tangible and measurable indication that visualises results and helps to assess
progress towards the achievement of results.

a set of descriptions that you collect during your evalu  ation process to support your
reporting.




Ef ficiency meansyY

When an evaluation is conducted after a
training session or program in order to assess

its overall effectiveness it is techn ically called:

When you study an issue/context and describe
with indicators the current situation before an
intervention or planned action, it is technically
called a ¥

A focus group discussion/interview is:

The aim of evaluation is:

The main persons capable of monitoring,
evaluation and learning are:

producing desired outcomes or effects with the planned, ideally sustainable resources
(i.e. financial, human).

the success in producing the desired outcomes and reaching set objectives.

a measur e of the extent to which an activity is reaching set objectives/goals, regardless
of the amount of resources used to achieve them.

final evaluation
summative evaluation
learning evaluation
background study
original si tuation study

baseline study

a social science research method to gather information about the opinions and
experiences of a group of people about a topic through a facilitated group discussion.

a facilitated group d iscussion to gather information from stakeholders in the
preparatory phase of a project.

a meeting of stakeholders to discuss the focus of a project and necessary
amendments.

determining success of a project.
accountability to t he community and donors.
learning for improvement and accountability.

trained professionals who have key experiences on this field.

10



project leaders, external evaluators and representativ.  es of donors.
participants, project leaders, internal and external evaluators.
Evaluation is led by: participants who took part in the project/program planning phase.

those involved in the project/program who have evaluation listed as part of their
respo nsibilities.

participants of the project/program who have shared responsibilities for the duration
of the project/program.

Which of the following ones can be considered number of activities organised during the project phase.
an outcome?

number of partici pants in year x, who successfully completed the training.

number of participants reporting having used their skills the six months after the
activity.

Complete the sentence with the correct a theoretical approach adopted by the organisation that helps them to monitor
answer. A theory of change is... external circumstances in the surrounding society.

an explanation of how the organisation interacts directly and indirectly with its
stakeholders.

an explanation of how social reality works in a specific conte  xt making explicit why it is
assumed the planned intervention will lead to the desired results.

Complete the correct sentence. Changes in can be measured through a survey in the long -term.

UL EEs A mel e D e can be assessed by a variety of tools and techniques.
cannot be measured in the short term.

Impact evaluation ... assesses the changes that can be attributed to a particular intervention, such as a
project, program or policy. A proper or rigorous analysis of impact requires a




counterfactual analysis or in other words, the analysis of what the situation would have
been in the absence of the intervention.

assesses all the effects of a project, program or policy in the long term. Impact
evaluation requires systematic data gathering before, durin g and after the
intervention.

assesses the effects that can be attributed to a particular intervention, such as a
project or program on its participantsA
triangulation of research methods.

Thank you for completing the questionnaire!

The correct answers are:

1.-b 6.-b 11.-b
2. -C 7.-C 12.-c
3.-¢C 8.-a 13.-c
4.-b 9.-c 14.-b
5.-a 10.-c 15.-a

Read the detailed explanations for every question below.

1. b) Evaluation is a syst ematic assessment of an ongoing or completed project, program or policy, its design, implementation and
results. Evaluation starts in the planning phase, defining objectives and criteria of evaluation (What will be important for us to
decide whether the pr oject has been successful or not?). The project team will ultimately decide the focus and scope of evaluation

and the necessary information that needs to be collected.

b

12



2. ¢) Monitoring is the systematic collection and analysis of information during the imp lementation of a project or program to make
necessary changes when needed. Periodic formal and informal meetings are only one way of collecting information to monitor th e
development of a project. Monitoring both helps make adjustments during the implement ation as well as contribute to final,
summative evaluations.

3. ¢) Evaluation happens at all phases of the project since the planning phase. In this initial phase project and learning objectiv es
are defined as well as criteria and methods for monitoring an  d evaluation.

4. b) An indicator is a tangible and measurable indication that visualises results and helps to assess progress towards the
achievement of results. Indicators can be both quantitative (e.g. humber of participants, number of projects completed ) and
gualitative (e.g. description of the level of understanding of an issue, kind of empowerment of participants). Information on
indicators is collected both for monitoring and final evaluations.

5. a) Efficiency is a measure of how resources (money, ti me, staff, expertise etc.) are converted into results. It is an economic term
which signifies that the organisation or project uses the least costly resources possible in order to achieve the desired res ults.
Efficiency should not be confused with effectiv  eness. Effectiveness is a measure of the extent to which an activity is reaching its set
objectives/goals, regardless of the amount of resources used to achieve them.

6. b) The term summative refers to a summit (important) or summing -up assessment. It is f ocused with the outcome of a program,
such as possible changes in attitude and behaviour of the learners. This is in contrast with formative evaluation which takes place
during project implementation and is focused on shaping and improving the training or program.

3JThe distinction between formative and summative evaluation has been w
soup, that As formati ve; when the guests taste the soup, t hat As summat. i

7. ¢) A baseline provides a starting point from  which a comparison can be made. It is conducted prior to the beginning of the
intervention and is the point of comparison for monitoring and evaluation data. Baseline studies provide a set of evidence an d
insights on the starting situation of the target gr  oup and the context of the intervention. It is an instrument that can be used to

test hypotheses of an intervention (assess results) and to plan an intervention (refine indicators to be monitored).

8. a) A focus group is a data collection tool that can be  used when projects or programs are designed, monitored or evaluated. It
involves a small and selective group of individuals, often between 6  -10 persons who usually have specific characteristics which



makes them valuable resource persons to consult. The di  scussion is structured around selected topics/questions. Focus groups
are very good at providing in depth information about opinions, attitu

9. ¢) The aims of evaluation should not only be one or the other, but rather b oth. In fact, they overlap and reinforce each other

significantly, since to be accountable implies the requirement to learn from success and failures. An organisation or project often
has multiple accountabilities; to the communities in which you work, to funders, to partners and to ourselves. Evaluation makes it
possible to understand the extent to which organisations live up to their commitments to each of these groups. On the other h and,

the purpose of evaluation is learning for improvement, namely by wa nting to know why something worked or did not work, learn
from it and improve in the future. Based on specific learnings certain decisions can be made, for example to continue with a
program or project or to change the strategy.

10. c) Evaluations can be conducted by a range of different actors including: donors, external evaluators, peers, participants, project
leaders and by a combined group. Who will monitor, evaluate and/or learn within an organization or project depends on the
timeframe, available res ources and the purpose of the evaluation. Even as the relevant expertise of the person (or group) involved,
which may include relevant skills and knowledge of the topic of the project or context. While an external evaluator is often seen
as credible by di fferent stakeholders, involving staff may be important for knowledge building and consolidating institutional
memory.

11. b) Evaluation is led by those involved in the project/program who have evaluation listed as part of their responsibilities. Usua Iy,
it is a project officer, but not necessarily. Ideally, it is a team effort coordinated by a person. The evaluation framework, criteria and
methods are decided in consultation with partners and involve participants and other relevant stakeholders (e.g. commu nity

leaders and donors) as much as possible.

12. c.) An outcome refers to the effects produced as the result of completed activities (outputs: e.g. publications, seminars).
Outcomes can be observed in the short -term, medium -term and long -term. Short term learning outcomes can be: improved
knowledge, changed attitudes and developed skills. Medium term outcomes can be: new actions, changed behavior, improved
practices or policies. Long term, or ultimate impacts are visible in conditions that are influenced i n the social, economic, civic or
environmental context.

13. c.) A theory of change serves as a tool to design, monitor and evaluate peacebuilding activities and social change initiatives
more broadly. It makes explicit a basic explanation of how reality wo  rks, meaning the assumptions on the factors that enable or



constrain a desired change. For example, if we assume education to be a key factor in improving employability of young people ,
we may decide to strengthen educational programs.

14. b.) Changes in attitudes can be detected right after the first activities. The scope and level of change may differ greatly from

person to person. Assessing changes in attitudes is challenging, both as an exercise of individual reflection and as a social science

challenge . To assess our own changes in attitudes as individuals, participants or learners, we need a reflective attitude and ideally,

enough time and space for analysing our own attitudes and how these change. Often in peace education seminars we look at how

openwe are to the ideas of others for exampl e. f a project team wants
of surveys, observations and interviews can be designed. These need to gather information consistently and against pre -

intervention measurements (a baseline study or a pre -seminar survey about perceived attitudes). Some attitudes can change in

the short term, yet, it is hard to predict completely when and how attitudes may change.

15. a.) There is a bit of truth in each answer. How ever, the most accurate is a. Impact is the ultimate desired change of the identified
social or individual problem, that can be attributed to the achievement of project outcomes. For example, improved relations
among two communities which had been tense th  anks to a facilitated dialogue process.

Impact evaluation often requires counterfactual analysis that is, showing that without those dialogue skills, local conflicts would
not be resolved peacefully. Counterfactual analysis answers this question: what wou Id have happened, had there not been any
intervention? Impact evaluation often includes control groups, that is, the observation of a group or situation that has not been
part of the project so as to compare it with the group or situation which did. A cont rol group can help complete a counterfactual
analysis.

It is not b, because impact can be assessed in the short and medium term, though it is true that most often, the ultimate des ired

changes can take time to be achieved and observed.

Itisnotc,becaus e i mpact can be assessed on different aspects of the soci al r
example, it can assess the changes in institutional practices or improved health services in a community. Impact evaluation ¢ an
benefit from a triangulation of methods, but may only rely on one, for example, a survey.



What do es my result mean?

If you have responded correctly to less than 4 questions, it means that your knowledge and understanding of the concepts of
monitoring, evaluation and learning requires more clarification. It is recommended to study more the articles and information
listed in the Improve your knowledge section.

If you have responded correctly to 5 -9 questions, it means your knowledge is good . Perhaps some definitions w ere unclear, or the
whole procedure of monitoring, evaluation and learning is still too interconnected and therefore difficult to see every bit h olistically.
It is advised to go through the definitions and see the differences between project level and orga nisational level that you can find
in the Learning section.

If you have responded correctly to more than 10 questions, it means your knowledge is very thorough . You have probably
participated in the monitoring, evaluation and learning cycle due previous e mployment or projects. To improve your effectiveness
and see how you can put your experiences into practice, you can further assess your knowledge on project and organisational
level. Doing so can help you determine the best practices and toolkit, filling the gap that you or your organisation might need to
achieve desired goals.



RUN A QUICK SCAN!

What is a 3quick scanj?

It is a short and general assessment of your current evaluation and learning practices. It is a set of 15

statements containing indica tors of good practice. These statements form a basic checklist of activities that

will show how seriously your organisation takes evaluation and learning. They will indicate whether your

practice is advanced (3you ar e tHeresoneejpdrtsdalit Fombbtertresuts, you need t
involve your team in this assessment!

The organisation writes complete project and program Long way to go

plans, including a context/problem analysis and defines Some way to go
objectives and indicators of pr ogress. We are halfway

Almost there

We Are there
Long way to go

Some way to go

We are halfway

Almost there

We Are there
Long way to go

Some way to go

We are halfway

The organisation manages and monitors its projects and

programs in a participatory way, open to feedback of all

relevant stakeholders and makes changes as a result of
that.

The organisation develops theory/ies of change when
planning and evaluating its projects and programs (makes
explicit their understanding and assumptions of how

CTPOLOTP OO0 T



reality works and thus, how the intended change is d. Almost there
possible). e. WeAre there

Monitoring, evaluation and learning are valued at all levels Long way to go
in the organisation, as ways to improve performance and Some way to go

accountability. We are halfway
Almost there

We Are there
Long way to go

Some way to go

We are halfway

Almost the re
WeAre there

There is openness to discuss results and also failures
within the organisation. There is a culture of feedback.

CPooTPOOO T

The organisation has a strategic plan which is detailed and a. Long way to go
includes clear objectives and progress indicators. b. Some way to go

c. We are halfway

d. Almost there

e. WeAre there
The organisation has an e valuation plan linked to its a. Long way to go
strategic plan or an overall performance monitoring b. Some way to go
framework. C. We are halfway

d. Almost there

e. WeAre there

(o2}



The organisation regularly keeps, shares and uses Long way to go
research and lesso ns identified when implementing its Some way to go
activities. We are halfway

Almost there

We Are there
Long way to go

Some way to go

We are halfway

Almost the re

We Are there

The organisation values reflection and learning and thus
creates spaces for it.

CPooTP OO T

The members of the organisation (staff, volunteers) have a. Long way to go
competences to implement monitoring and evaluation b. Some way to go
activities. C. We are halfway

d. Almost there

e. WeAre there
The organisation s upports its members (staff and a. Long way to go
volunteers) to be able to contribute to monitoring and b. Some way to go
evaluation activities, for example, through specific Cc. We are halfway
training. d. Almost there

e. WeAre there

\l



The organisation monitors and evaluates its financial Long way to go
management and learns from these practices to improve Some way to go

it. We are halfway

Almost there

We Are there
Long way to go

Some way to go

We are halfway

Almost there

We Are there

The organisation monitors, evaluates and learns in Long way to go
dialogue with their partners, donors and other relevant Some way to go
stakeholders. We are halfway

Almost there
WeAre there
Long way to go

Some way to go

We are halfway

Almost there

We Are there

The organisation has clearly assigned personnel
responsible for financial management at organisational
and operational levels.

PoOo TP 020 T

The organisation periodically accounts to relevant
stakeholders. This implies informing stakeholders about
the work done and the results achieved

®PoooTpOo0o T
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Thank you for completing the Quick Scan!

We suggest using this table to summarise the main issues that y ou identified for each category and to reflect on your monitoring,
evaluation and learning practices.

What As next ?

For an in-depth scan or assessment of your monitoring, evaluation and learning practices, go to the Assess your projects and/or
Assess your organisation sections.

For a basic introduction to the topic, go to the  Learn basic concepts .

For more detailed information and  tools, go to Learning for projects or/and Learning for organisation




ASSESS YOUR PRACTICEAT THE PROJECT LEVE

INTRODUCTION

“ To get a better understanding about  which elements of your project cycle are stron g and should be

maintained and which need to be further developed, revised or reviewed.

How does it work?

The assessment tool looks at the stages and key activities in the project cycle (planning, monitoring  , evaluation and reporting) and
to which extent reflection, learning and reporting take place throughout this cycle.

This tool operates with five specific criteria that were identified as the most essential for defining sustainable and reliab
monitorin g, evaluation and learning practices within project work:

0 Relevance and innovation

0 Planning and design

0 Monitoring

0 Learning

0 Reporting and accountability

le
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For each criteria two analytical levels z norming and doing - are distinguished helping you to bett er understand different aspects
of monitoring, evaluation and learning in project work.

9 Norming refers to the institutionalised and explicitly formulated organisational procedures ensuring that the organisation
has agreed on and outlined specific practice s as guidelines for its members in their daily work.
Example: the organisation has developed a written strategic plan that contains organisational goals, success indicators and
a corresponding time frame.

0 Daing refers to the actual action the organisation  undertakes in the respective dimension.

Example: if and how often the organisation actually makes use of its strategic plans and uses them as the basis for its
operations.

Specific quality indicators are listed in the assessment tool, which willhelp  you to measure your practices per criteria. The indicators
are measuring the availability of documents, relevance, utilization, effort and efficiency in their work.

After you have read the indicator you can assess this aspect by marking if your organisat ion is: not even close, ha s a long way to
go, is midway, almost there or already there. These scale is used throughout the entire assessment. In addition, some examples

of possible sources are displayed to verify the indicators more easily. You are encoura  ged to customise the tool by adding your
own data sources.

As a result of this assessment process you will have an overview of where your o rganisation stands in terms of all analysed criteria
and indicators. Then you can start to reflect on the assessmen t by summarising the main strengths and weakness in terms of
Norming and Doing and making a concrete action plan based on your conclusions!

11



How long will it take?

A three -hour sessions may be enough to identify your main strengths and weaknesses for thes e 5 criteria. Yet, you need to plan a
series of sessions if you want to analyse in more depth your practice and design a strategy to improv e your practices at the project
level.

Step by step:

Print out one exemplar of the assessment tool for each  person that will be involved in the self -assessment at the project
level of your organisation (RECOMMENDED)

Read the Getting ready for the assessment section below ( RECOMMENDED)!

Start assessing by Ymar ki ntgria thdt you selected, H your nordanisaton is:r Not evert close , Hag i
a long way to go , Halfway, Almost there or Already there

Analyse your results
Reflect on your results
Make an action plan for improvement

Go to Learning for Project s section of the guide to find concrete tips and tools per each of the 5 criteria that you can use
while you make and implement your action plan.

12
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Getting ready f or the assessment

Assessing monitoring, evaluation and learning practices at project or
organisational level requires preparation . You will need to gather i nformation
about your work and create spaces for reflection and analysis of this
information.

A team effort . Rarely, one person has all the answers and therefore a complete
overview of organisational practices, so we emphasise that assessment is a
participatory team effort.

Preparation is essential . A good preparation is key to make the most of an
assessment exercise. Before starting the assessment, we suggest that you
consider the following questions:

What? Is it clear what the assessment is about? What can we expect from this exercise?

It is important all engaged in the assessment understand what it is and that

you clarify your individual and organisational expectations. This assessment will help you assess how you evaluate your work and
how you learn from it. It will help you to identify your strengths and weaknesses in this area. Please, read carefull y the explanations
about the scope of the assessment and how it works.

Why? Why should you assess your monitoring, evaluation and learning practice?

You need to clarify your motivation to engage in an assessment exercise. You may be motivated if you:

f

Want to understand and explain the impact of your work (to yourself and to others), that is, if you need to answer this
guestion J3Jwhat does success | ook I ike?j

Want to improve how you monitor and evaluate your work
Want to assess your knowledge and practice in  this area

Want to strengthen learning throughout your organisation

13



Who should participate in the assessment?

This assessment is an opportunity for learning for  all those involved in the organisation . This includes staff, volunteers, members
or support ers and participants or beneficiaries of the organisation A activities.

One person or a small team can lead the process and involve all stakeholders. They can:

1 help explain why it is heeded and motivate everyone in the organisation,

1 explain what the assess ment is about,

1 provide any necessary information for those interested to be able to participate meaningfully,

1 clarify expectations,

1 convene and facilitate a meeting to examine the various aspects of the organisation A evaluation and learning practice.
The idea is that all those engaged in the organisation A work could contribute to and benefit from such a learning process. The
assessment covers various dimensions or areas of work of the organisation, from its planning and decision -making processes to
the ma nagement of finances. Though there may be different levels of knowledge and understanding, the idea is to create a space
for information sharing and exchange of views. If necessary, an external resource person or experienced evaluator can help cl arify

concepts and facilitate the process. The advantage is that an external person may not be personally involved and may help keep
the reflection processed focused.

A quality assessment needs to take into account everyone's views on the organisational work. If onl y management or lead staff
take part, they may lose important observations and insights. Thus, a participatory process needs to be planned according to the
needs and possibilities of the organisation. Often, there are time and financial constraints, but th e idea is that everyone is

encouraged to share their opinions and learn from the process.

Sometimes it could be challenging to address the problems in an organisation where there a many contrasting needs and
expectations from the staff members. Itis key t o ensure that they all are acknowledged.

14



What methods can you use to organise an assessment process?

You will need methods to:

il

Any moment is a good time, but we suggest that you plan assessmentac tivities when
most can participate and can dedicate some quality time for it. For example, avoid

gather information about how you evaluate your work and about your learning activities. These can be collecting
document ation such as evaluation reports or plans of the organisation, interviewing or doing a survey among current and
past members of the organisation.

share and discuss experiences and opinions about the current evaluation and learning practices. We suggest participatory
facilitated meetings to go through the dimensions and criteria proposed in the assessment. The agenda of the meeting
would be basically be drawn from the list of dimensions and criteria proposed by the assessment tool. For example,
evaluation at the project level as a first dimension, with key criteria such as
Relevance and Innovation, Planning and Design, etc. Basically, the facilitator
would clarify what the dimension refers to and what the criteria means. These
are explained in the tool, ye t, if necessary, these needs to be further clarified.

Optionally, to decide an action plan to improve your practices.

What is the best moment to engage in an assessment process?

the period before a big event or when you are too busy. It is hard to make time, but
quality time for reflection is an investment to improve the quality of you r work.

The decision on when to conduct the assessment will depend on:

f
f
il

Your motivation and organisational needs

How in -depth you want the assessment to be

The kind of information you already have or whether it is necessary to

gather documentation and opin  ions Source: CIVICUS Toolkit on Monitoring and Evaluation,

Your time availability Janet Shapiro
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Itis important to note that there may be several sessions or meetings which can be planned in a longer period of time. Asses sment
can be part of already planned organisational planning or reflection meetings.

Assessment and lea rning is an ongoing process. You reflect, adapt, implement, and you repeat this cycle in a number of iterations
or rounds.

A quick scan can be done in an afternoon session of three hours or a day, but a more in -depth and participatory organisational
assessment may take more time. Often, a process can take up to one or two years if you want to make changes to your practices
and monitor their implementation. A timeframe shorter than one year may not be enough for the different strategies and initia tives
to be implemented and have a visible effect. In brief, athree  -hour sessions may be enough to identify roughly your main strengths
and weaknesses. Yet, you need to plan a series of sessions if you want to analyse in more depth your practice and design a st rategy
to improve your practice.
What are the resources needed/costs involved?

1 Printed copies of assessment sheets at the project A level or/and at the organisational level.
Access to Internet in case you need to get further information on the topic
Flipchart paper, post -its and markers, A4 paper, pens.
Lots of motivation

Time, at least a three hours session for a first session.

=A =2 =4 =4 =4

Space to meet. Ideally, comfortable, with light and no distractions or noise.
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Monitoring, Evaluation and Learning in Projects an d Programmes

This refers to the activities implemented to assess efficiency, effectiveness, relevance, innovation and learning

in projects and programmes.

Criteria 1 - Relevance and Innovation

The organisation aims to implement projects and programmes
the needs of participants and the communities in which they live. Innovation is understood as the search for new ways and met
doing youth peace work with the aim of improvin g its relevance and effectiveness.

Indicator

Possible Data Sources

Assessment

Some

that are relevant and innovative. Social relevance is understood as meeting

hods of

Almost

way to go | halfway | there there
The organisation has project planning guidelines . .
) g . .pJ P g Project Ns pl anni ng
which include instructions about:
111 1) an analysis of needs and the social relevance,
o context and conflict analysis
111 2) search for innovative approaches, methods
o and activities.
Some We are | Almost | We are
way to go | halfway | there there

121

The organisation ensures social relevance when
planning and implementing projects and
programmes by using needs, social context
and/or conflict analysis in participatory
consultations with stakeholders.

Meetings minutes, proje ct plans
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The organisation ensures innovation when
planning and implementing projects and
programmes by applying tools that encourage
1.2.2 creativity, like brainstorming, promote the use of
new technologies and motivate the members to
be updated on n ew developments in their field of
specialisation.

The organisation generates new ideas and Documents with identified
123 innovations based on creative thinking sessions learning points of success and
o and learning from past experiences for all new improvement from previous
projects/ programmes. projects
Criteria 2 - Planning and Design
The organisation writes complete project/programme plans which include clear context analysis (if possible a baseline study), general and
2 specific objectives with output and outcome indicators, timing, resources, methods, task allocations, risks assessment which are relevant

for each specific type of peace work: educational, peace processes, advocacy campaigns, social development, etc. The plans de velop (or
revisit) a theory of change.

Indicator ‘ Possible Data Sources Assessment

Some Almost
way to go | halfway | there there

The organisation has a quality standards for the
design and planning new projects/ programme s,
with the following features:

Project planning guidelines and
related too Is: work plan
template

1. work plan template with specific tasks,
deadlines, persons assigned per tasks, resources,
references

211

2. planning tools such as a logical framework or
alternative versions to it.
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3.2.1

The organisation has project/programme

through output and outcome indicators and allowing some flexibility for collection of information o

Monitoring allows for adjustments and revisions of plans.

Indicator

‘ Possible Data Sources Assessment

Some We are | Almost | We are
way to go | halfway | there there
The organisation designs and plans Projects and proorammes
2.2.1 projects/programmes according to the quality roj osals prog
standards guidelines. prop
Criteria 3 z Monitoring
3 The organisation ensures participatory management, monitoring in the implementation of projects/programmes. Monitoring is don e

n unintended effects of the activities.

Some

Project planning guidelines
include tools for participatory
management and monitoring

planning guidelines that ensure participation and
consultation of relevant stakeholders and a risk
assessment.

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

The organisation manages and monitors projects
and programmes according to objectives and
indicators as stipulated in the project plan so as
to strengthen or adjust actions in a participatory
way, sharing responsibilities with other
stakeholders

meetings minutes,
interim/evaluation reports
indicate use of work plan,
monitoring according to
indicators, action taken
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Criteria 4 z Evaluation

The organisation organises spaces for reflection and eva

projects and programmes.

Indicator

‘ Possible Data Source Assessment

luation throughout their planning, implementation and follow

Some

-up phases of all

Almost

way to go | halfway | there there
The organisation has p roject/ programme . . S
. g L .p ) P g Project planning guidelines
planning guidelines with the following features:
1) a section on how to promote evaluation
411 and learning during implementation of projects
and programmes
4.1.2 2) examples of session outlines
4.1.3 3) tips on how to provide and receive feedback
414 4) other practical tools.
Some We are | Almost | We are
way to go | halfway | there there

The organisation creates spaces for evaluation

Results from evaluation
activities with participants, notes

4.2.1 and learning u sing multiple and appropriate . . .
methodolo g:es g P pprop of evaluation meetings with staff
gies. and stakeholders
The organisation assesses the learning of its
team members and patrticipants during proje  cts, . ,
. . P P g proj . Evaluation forms, observation
4.2.2 especially educational ones through evaluations

before an action (ex -ante) or afterwards (ex -
post).

notes
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5.2.1

Indicator

The organisation has project planning guidelines
which include indications for internal and public
evaluation and reporting.

The organisation reports on project/programme
results to all relevant stakeholders and creates
spaces to discuss results, including sharing about
mistakes and shortcomings.

published on website

‘ Data Source

Report templates, reports

Reports published on website,
minutes meetings

Assessment

The organisation uses se If-evaluation certificates
4.2.3 (i.e. Youth pass) during educational projects and Certificates issued
pro grammes.
Criteria 5 Z Reporting and Accountability
5 Projects and programme activities and results are shared  for transparency and accountability purposes.

Some

Almost

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

Overall Assessment
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Analyse your results

Reflect about your assessment and summarise the main issues you have identified in the categories of Norming and Doing.

Relevance and innovation

Planning and design

Monitoring

Evaluation

Reporting and accountability

Next step z Action Planning

As a next step we suggest creating an Action Plan to address the identified main shortcomings in your organisation. Below you can find a
tem plate for an Action Plan.

What is an organisational action plan?

An action plan is an opportunity to realise the changes you want to see in our organisation. It serves as an additional exerc ise to make your
organisation's vision and mission more concrete.  An action plan outlines the strategies and actions needed to meet the capacity goals and
objectives of your organisation.
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Developing an action plan is a critical exercise in ensuring organisational success. An action plan coul d project a sense of credibility to your
organisation, increase work efficiency and effectiveness and ensure accountability. In addition, the action plan serves as a tool to mobilizing
the team members to take initiative and share responsibility for resolv ing gaps/challenges and improving the issues that require change.

First, collect the analysis from the end of each section and summarise the ideas and development plans you marked down in the table. Next
step is to clarify the changes that need to happen based on the assessment results. Is it to mainstream innovation into your programming?

Or are you working on improving reporting and dissemination? Your goal will provide the basis of your action plan. Try to pri oritize them
and collect into bigger units the interconnecting action steps. Your action plan should also include the strategies and the r espective actions
you will have to take to in order to achieve your objectives. For each action step or change to be accomplished, list the following, with a due
date for each:

6 What actions or changes will occur -by when?
6 Who will carry it out -by when (or for how long)?
0 What resources are needed -by when?

0 Communication: who should know what and when?
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Action Plan Template

Actions

What needs to
be done? By
when?

Responsible

Who will take
actions? Who will
offer support,
feedback or
guidance?

Timeline

By what date will
the action be
completed?

Resources and Support
Available/Needed

Resources
Needed
(financial,
human,
technical or
other)

Resources
Available

Potential
obstacles or
opponents

What resistance
might surface in
the organization?
How?

Communication
Plan for
Implementation
What members
and other
organizations
should be
informed
about/involved
with these
actions?

Finished with the assessment? Go to Learning for Projects section to take concrete actions to improve your project/program work
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ASSESS YOUR PRACTICEAT ORGANISATIONAL LEVEL
INTRODUCTION

' . Why?
i‘ To get a better understanding about which elements of your organisational monitoring, evaluation and

learning practices are strong and should be maintai ned and which need to be further developed, revised
or reviewed.

How does it work?

The assessment tool looks at your organisational capacities in monitoring, evaluation and learning (MEL).

This tool operates on six dimensions that were identified as th e most essential for defining good monitoring, evaluation and
learning practices within project work:

0 Organisational Culture and Norms
0 Planning and Decision -making

0 Knowledge Management

0 Human Resources

0 Financial Management

0 External Relations

Each dimensio n is structured among specific criteria. For each criteria two analytical levels z norming and doing z are distinguished
helping you to better understand different aspects of monitoring, evaluation and learning in your organisation.

1 Norming refers to the i nstitutionalised and explicitly formulated organisational procedures ensuring that the organisation
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has agreed on and outlined specific practices as guidelines for its personnel in their daily work.
Such as, the organisation has developed a strategic plan, it is written and contains organisational goals, success indicators
and a corresponding time frame

0 Doing refers to the actual action the organisation undertakes in the respective dimension
Such as, if and how often the organisation actually makes use of its strategic plans and uses them as the basis for its
operations.

Specific quality indicators are listed in the assessment tool that will help you to measure your practices per criteria. The indicators
are measuring the availability of documents, relev  ance, utilisation, effort and efficiency in their work.

After you read each indicator you can assess this aspect by indicating (marking) if your organisation is not even close, has a long
way to go, is halfway, is almost there or is there. These are the scales used throughout the entire assessment. In addition, some
examples of possible sources are displayed to make it easier for you to verify the indicators. You are encouraged to add your own
data sources.

As a result of this assessment process you wil | have an overview of where your organisation stands in terms of all analysed
dimensions and indicators. Then you can start reflecting on the assessment and summarise the main strengths and weaknesses
you identified in terms of Norming and Doing and make a concrete action plan based on your conclusions!

How long will it take?

A quick scan of the six dimensions can be done in one session of two -three hours, but a more in -depth and participatory
organisational assessment may take more time. Often, a proces s could even take up to one or two years if you want to make
changes to your practices and monitor their implementation.
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Step by step:

. Print out the entire assessment tool or only the asse ssment of one or more dimension s for each person that will be involved
in the self -assessment of the organisation (RECOMMENDED)

. Read the Getting ready for the assessment section below (RECOMMENDED)!

. Start assessing by filling in (marking) if your organisation  is: not even close, has a long way to go, is halfway, is almost there
or is there for each criteria that you want to assess.

. Analyse your results

. Reflect on your results

. Make an action plan for improvement

. Go to the Learning for Organisations section of the guide to find concrete tips and tools per dimension that you can use
while you make and implement your action plan.

27


http://www.unoy.org/evaluationguide/learning/for-organisations/

Organisational Culture and Norms

This refers to t he beliefs and values that guide organisational practices either in people's mind

-sets or agreed as principles of the organisation.

The organisationAs i

Indicator

The organisation has an ethical code wit h the
following features:

0 commitment to a culture of dialogue

0 commitment to conflict transformation

0 steps and procedures of conflict
transformation in the organisation

0 supporting resources on internal

dialogue and conflict transformation.

nternal

Criteria 1 - Dialogue and peaceful conflict transformation

Examples of Data Sources

Code of conduct a nd/ or ethical
guidelines

Existence of materials o n

‘ Assessment

Some

mgppnactites meflect g qulture of didlague tand peacefal wahflict tersformation.

Almost

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

conflict, the actors involved and underlying
interests.

121 The organisation identifies conflicts and tensions conflict transformation , thir d-
and addresses them constructively. party mediators appointed if
needed
The organisation uses transversal
communication channels that ensure a flow of
1.2.2 information about the roots and background of Testimonies
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The organisation keeps a record of lessons . ..
g b Documents with a description of

1.2.3 identified from internal conflict transformation
lessons learnt
processes.
Criteria 2 - Diversity
The organisation respects and fosters diversity. The monitoring, evalu  ation and learning practices reflect sensitivity for diversity (gender,
2 cultural, age, educational background, etc.) in its methods and analysis, with an emphasis on the needs, interests of youth a nd types of

youth participation. This means adapting the la nguage, methods, space and timing according to characteristics of the group e.g. using
guestionnaires in several languages to allow people with different language skills to express their opinions and using verbal and non -verbal

methods.

Indicator 7 Examples of Data Sources

{ Assessment

Some

Almost

way to go | halfway | there there
L . - Organisational documents,
The organisation commits explicitly to respect . .
. L o ) monitoring, evaluation and
and foster diversity in its monitoring, evaluation . L
. . learning guidelines, code of
and learning practices and methodology.
conduct
Some We are | Almost | We are
way to go | halfway | there there

The organisation's monitoring, evaluation and

221 learning practices and met hodology are Evaluation reports
conscious about diversity.
The organisation involves a diverse and wide . . .
- L Evaluation reports including a
2.2.2 spectrum of participants during internal

o . o list of particpiants with prof iles
monitoring and evaluation activities.
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2.2.3

The organisation uses evaluation activities that
are sensitive to diversity and are adapted to
different needs (e.g. disability, language).

Evaluation reports including
description of evaluation
methods and approach

224

The organis ation generates evaluation reports
which show how diversity issues were dealt with
in accordance to procedures in its methodology
and implementation plan.

Evaluation reports

Criteria 3 z Safety and responsibility
The

Indicator

The organisation has a safety and responsibility
policies in place.

The members of the organisation are aware of
and regularly apply their safety and responsibility
policies.

A work could have on

Examples of Data Sources

Safety policy

‘ Assessment

conf |

i ct

organi sat i on Aationmodiearhing practicgs aimdoveasure safety of its personnel and responsibility in terms of the

possible negative consequences that the organisation dynamics, N

Some Almost

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

Do no harm” principles, nr of
sessions held on safety
throughout the year

Criteria 4 Z Learning

30



The organisation A activities have a learning

Indicator

The organisation has d eveloped written
measures to institutionalise learning in form of a
knowledge management policy, including for
example keeping a record of lessons identified.

component, including reflection on mistakes and
ideas for improvement.

Examples of Data Sources

Knowledge management policy
explicitly refers to a culture of

feedback and learning

Internal reports and minutes of

organisational meeting

‘ Assessment

The organisation A monitoring, evaluation and learning practices show a culture of constructive feedback and learning.

Some

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

Criteria 5 z Culture of sustainability

The organisation A monitoring, evaluation and learning practices include a consideration of the social and environmental impact of the

organi swotki on As

Indicator

The organisation has organisational policies that

Examples of Data Sources

‘ Assessment

Some
way to go

halfway

there

there

programmatic, financial and external
environment.

5.1.1 L Organisational policies
reflect a culture of sustainability. g P
The organisation has a sustainability plan, which
includes specific measures covering institutional, L

5.1.2 P 9 Sustainability plan
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Some We are | Almost | We are
way to go | halfway | there there

The organisation regularly applies and reviews its | Minutes of organisational
sustainability measures. meeting

Overall Assessment

Analyse your results

Reflect about your assessment and summarise the main issues you have identified in the categories of Organisational Culture a nd Norms.

Dialogue and peaceful transformation of conflicts

Diversity

Safety and responsibility

Learning

Culture of sustainability

32



Collect your ideas

Reflect about your analysis, and propose action steps that would fill the ga  p between the current situation and the desired outcome.

Criteria Proposed action

Dialogue and peaceful transformation of
conflicts

Diversity

Safety and responsibility

Learning

Culture of sustainability
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Planning and Decision Making

This refers to all organisational processes that: 1) identify medium and long  -term goals, based on context and needs assessments, 2) formulate
written principles, rules, and guidelines to reach its long  -term goals, 3) formulate strategies and create the means  to achieve them and 4) make
collective strategic decisions.

Criteria 1 - Strategic planning

The organisation has a written strategic plan - with a minimum duration of three years - accessible internally and externally which guides
the work of the organ isation and serves as an instrument for monitoring and evaluation.

Indicator Examples of Data Sources Assessment

Some Almost
way to go | halfway | there there

Strategic plan accessible in

The organisation developed a strategic plan that

1.1.1 . . . Internal data base and publically
is written and accessible. .
avallable (e.g. on webpage)
The strategic plan is based on an analysis of the . , .
social and political reality in which the Minutes of strategic planning
1.1.2 o P . meeting with completed SWOT
organisation works and on an organ isational andlor context analvsis
SWOT analysis. 4
113 The strategic plan contains time -bound strategic

and operational goals of the organisation.

The strategic plan contains an explicitly
1.1.4 formulated theory of change for the operations

o Strategic plan
of the organisation. gic p

The strategic plan contains output and outcome
1.15 indicators for the strategic and operational goals
of the organisation.
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116

The strategic plan contains means of verification
using indicator.

The organisation frequently makes use of and
consults the strategic plan for monitoring,
evaluation and learning at o rganisational and
operational level

Minutes of strategic planning
meeting, projects and
programmes in fine with
strategic plan

Some We are | Almost
way to go | halfway | there

We are
there

211

Criteria 2 - Decision-making

The organisation applies transparent, inclusive, accessible and applicable decision making p

with stakeholders - for all necessary decisions on operational and organisational level.

Indicator

The organisation has guidelines for its internal
and external decision -making processes.

Examples of Data Sources

Guidelines for decision -making

Assessment

Some We are Almost

rocesses - both internally and in cooperation

We are
there

21.2

Guidelines are accessible internally to the
members and externally to all stakeholders.

Guidelines are a vailable website

2.1.3

Guidelines detail requirements for inclusive
decision -making processes, depending in the
type of processes include members, partner
organisations and beneficiary communities.

2.14

Guideline s detail how the decision -making
procedures are evaluated and reviewed
periodically to ensure they are applicable for the
changing context of the organisation.

Guidelines for decision -making
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The organisation consults the guidelines for
decision -making processes and/or a

Minutes of decision -making

Some
way to go

We are
halfway

Almost
there

We are
there

221 standardised procedure and uses this for all .
- . . meetings
decision -making processes on operational and
organisational levels.
On organisational level: reports
of the decision -making meetings
include information on the
involved decision -makers and
the report is shared with all
relevant act ors (internally and
The organisatio n uses decision making processes externally), e.g. in a network
2.2.2 | that are transparent, inclusive, accessible and mailing list as part of annual
applicable. reports
On operational level: notes of
decision -making meetings
include information on the
involved decision makers and
the notes are accessible for all
those affected by the decision
The organisation regularly monitors and reviews
its decision -making procedures to evaluate if .
223 . . . project reports, annual reports
they are transparent, inclusive, accessible and
applicable.
b4 The organisation regularly evaluates its decision - Report of strategic planning

making procedures to assess effectiveness and
efficiency of the processes at operational and

meeting
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organisational level and feedback those learning
outcomes into a periodical review of its decision -
making procedures.

Criteria 3 Z Support measures

The organisation implements support measures to facilitate its strategic planning and internal decision -making processes in terms of
inclusion and effectiveness. These support measures may include a travel fun  d, telephone/ connectivity fund, translations, accessibility to
online and offline spaces (including consultation processes that could take place on Google Drive and/ or over Skype calls), available
financial resources for monitoring, evaluation and learni  ng and hiring of professional facilitators for internal decision -making processes.

Indicator Examples of Data Sources Assessment

Some Almost
way to go | halfway | there there

The organisation has developed statute s (or
another written document) that include support
measures for planning and decision -making Organisational statutes
processes. The statues details type of support
measures and the frequency of their use.

Some We are | Almost | We are
way to go | halfway | there there

The organisation ensures quality planning and
decision -making through various support
measures.

Policies or description of
support measures

Overall Assessment

Analyse your results

Reflect about your a ssessment and summarise the main issues you have identified in the categories of Planning and Decision making.
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Strategic Planning

Decision-making

Support Measures

Collect your ideas

Reflect about your analysis, and propose action steps that would fill the gap between the current situation and the desired outcome.

Criteria Proposed action

Strategic Planning

Decision-making

Support Measures
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Knowledge Management

This refers to processes to acquire, organise, inte rpret, develop, use and share knowledge related to peacebuilding, youth work and organisational
management which support monitoring, evaluation and learning activities. In this part, we cluster knowledge management activi ties as 1) developing
knowledge, 2) using knowledge and 3) sharing knowledge.

Criteria 1 - Developing knowledge

The organisation has the capacity to identify its knowledge needs and resources, to find, to create and to organise relevant knowledge.
Knowledge is developed in a pluralityof f or ms and buil ding on all stakeholdersA experie
people involved.

Indicator 7 Examples of Data Sources { Assessment

Some Almost
way to go | halfway | there there

The organisation has a knowledge management
11.1 policy which outlines actions to assess
knowledge needs and develop knowledge.

Guidelines and knowledge
management policy documents

The organisation has tools available to assess
1.1.2 knowledge needs and develop knowledge e.g. Action plan template
research projects.

Some We are | Almost | We are
way to go | halfway | there there

The organisation implements planned actions for

121 knowledge development such as research Number of planning meetings
projects, w ith detailed tasks, timeline and per year, annual action Plan
resources.

129 The organisation uses tools to regularly update Filing system and data base
its knowledge base.
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Indicator

Examples of Data Sources

Assessment

Some

123 The organisation has members who re gularly Appointed person regularly
o update its knowledge base. updates knowledge data base
o . _— Number of research projects
1.2.4 The organisation engages in research activities. proy
and products
Criteria 2 - Using knowledge
2 The organisation has the ca pacity to process, analyse, interpret and apply knowledge in decision  -making processes and during the
implementation of its activities, especially knowledge emerging from lessons learnt and evaluation reports.

way to go | halfway | there there
The organisation has a knowledge management L
. g . . . g . g Guidelines and knowledge
211 policy which requires actions to use existing .
. manageme nt policy documents
knowledge and review lessons learned.
The organisation has tools available to use )
2.1.2 o g ) Action plan template
existing knowledge and review lessons learned.
Some We are | Almost | We are
way to go | halfway | there there

The organisation plans special activities to o
221 g . P P Number of activities per year
analyse previous knowledge.
292 The organisation reviews lessons identified in Reports, Check-list of project
o planning new projects. planning processes
293 Personnel uses data base a nd resources Number of downloads from the
o regularly. organisation’'s data base
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Criteria 3 z Sharing knowledge

The organisation has the capacity to facilitate the exchange of knowledge, internally and externally.

Indicator Examples of Data Sources ‘ Assessment

Some

Almost

way to go | halfway | there there
The organisation has a knowledge management Guidelines and knowledge
policy that requires actions to share knowledge. management policy documents
The organisation has tools available to share ,
Action plan template
knowledge, e.g. reports.
Some We are | Almost | We are
way to go | halfway | there there
The organisation updates its webpage with its
3.2.1 g P o pag Webpage
knowledge -related activities
The organisation updates its social media Soclal media accounts e.g.
3.2.2 o o .
platforms with its knowledge related activities Facebook, Twitter
323 Internal organisational meetings have a Minutes of organisational
o knowledge sharing dimension meetings
324 Meetings with partners and donors have a Minutes of meetings of partners
o knowledge -sharing dimension or donors
Overall Assessment
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Analyse your results

Reflect about your assessment and summarise the m  ain issues you have identified in the categories of Knowledge Management.

Developing knowledge

Using knowledge

Sharing knowledge

Collect your ideas

Reflect about your analysis, and propose action steps that would fill the gap between the current situation and the desired outcome.

Criteria Proposed action

Developing knowledge

Using knowledge

Sharing knowledge
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Human Resource Management

This refers to managing human resources (recruitment, training and support of p ersonnel) of an organisation to ensure quality monitoring, evaluation
and learning activities.

Criteria 1 - Recruitment of personnel and responsibilities consider monitoring, evaluation and learning needs

The organisation looks for members who have rele  vant competences and motivation to address monitoring, evaluation and learning needs
of and within the organisation.

Indicator Examples of Data Sources Assessment

Some Almost
way to go | halfway | there there

The organisation has a human resource policy
which requires recruiting members with
monitoring, evaluation and learning
competences and/or motivation to address
monitoring, evaluation and learning needs.

Human resource policy, job
descriptions

Some We are | Almost | We are
way to go | halfway | there there

The organisation recruitment takes into
consideration monitoring, evaluation and
learning competences and needs.

Call for applications, organigram
of responsibilities

Criteri a 2 - Training includes monitoring, evaluation and learning

The organisation includes MEL in trainings for its personnel.

Indicator Examples of Data Sources Assessment

Almost
there

Some
way to go

there
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Indicator

The human resource policy includes support and
supervision for monitoring, eva luation and
learning responsibilities.

documents

The organisation supports and regularly
supervises monitoring, evaluation and learning
responsi bilities.

Examples of Data Sources

Human resource policy

Supervision meetings minutes

Assessment

Some

The organisation facilitates trainings in
2.1.1 monitoring, evaluation and learning Reports
competences.
212 The organisation facilitates training in knowledge
o management.
Criteria 3 z Support and supervision for monitoring, evaluation and learning responsibilities
3 This refers to actions that ai to support and review the wassiokal of
learning, including to what extent they have developed MEL competences, and the quality of thei r contributions to the assigned MEL tasks.

Almost

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

Overall Assessment
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Analyse your results

Reflect about your assessment and summarise the main issues you have identified in the categories of Human Resource Managemen t.

Developi ng knowledge

Using knowledge

Sharing knowledge

Collect your ideas

Reflect about your analysis, and propose action steps that would fill the gap between the current situation and the desired o utcome.

Criteria Proposed action

Developing knowledge

Using knowledge

Sharing knowledge
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Financial Management

Financial management refers to how organisations manage, monitor and evaluate their organisational and operational budgets in view of costs
efficiency and effectiveness and the allocation of  specific financial resources for monitoring, evaluation and learning activities.

Criteria 1 - Responsible personnel

The organisation has clearly assigned members responsible for financial management at organisational and operational levels.

Indicator Examples of Data Sources Assessment

Some Almost
way to go | halfway | there there

The organisation has identified detailed financial

11.1 I - Job description
responsibilities in job descriptions.
The organi sation has financial procedures with

1.1.2 an overview of assigned financial responsibilities Financial procedures

per position.

Financial procedures include the double -check
1.1.3 principle, with specific persons assigned to do so Financial procedures
for all expenditures of the organisation.

Financial procedures require that budgets and
1.1.4 accounts must be approved by an assigned Financial procedures
financial manager.

Project documents state persons assigned in Application form, internal
charge of financial ma nagement. partnership agreements

1.15

Some We are | Almost | We are
way to go | halfway | there there
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The organisation makes use of clearly assigned
personnel who are responsible for financial

Monitoring reports (stating the
planned and actual expenses

121 . - )
management at organisational level and within and incomes of the
the frame of projects. organisation)
Assigned personnel compiles a final financial Final financial project reports,
122 project report and internal file on lessons internal document on lessons
o learned about financial management for each learned about financial
closed project. management
Assigned personnel prepare annual financial Annual financial reports,
123 reports and an internal file on lessons learn  ed Internal document on lessons
o about financial management on the learned about financial
organisational level. management
Criteria 2 - Financial planning, monitoring, evaluation and learning
2

The organisation has a sound f inancial planning, monitoring and evaluation scheme that allows the integration of learning outcomes to

improve the effectiveness and efficiency of the organisation’s operations.

Indicator

The organisation has written documents
detailing the financial monitoring and evaluation

21.1 L .
procedures for organisational and operational
levels.

The document includes information on the

2.1.2 frequency of monitoring moments of project

budgets and organisational budgets.

Examples of Data Sources

Financial management

guidelines anad/ or project p lan

that include monitoring and
evaluation measures for
financial aspects

Assessment

Some
way to go

halfway

there

there
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2.1.3

The document requires an annual eval uation of a
budget year.

214

The document outlines financial milestones
(short and long -term).

2.15

221

The document details methods and tools to be
used to ensure learnings are integrated in future
financial planning.

The organisation uses resources and needs
assessments in order to plan its operational and
organisational budgets.

Planning document for projects
and the organisation include
SWOT analssis and financial
implications

Some
way to go

We are
halfway

Almost
there

We are
there

222

The organisation periodically monitors its
running budgets and adapts its expenditures
accordingly.

Financial documents per project

2.2.3

The organisation periodically reviews and
evaluates its operational and organisational
budgets, both in regards to efficiency and
effectiveness.

Final financial profect reports,
annual organisational budget

2.2.4

The organisation makes use of the financial
evaluation results and creates applicable
learning outcomes f or new financial
management procedures as well as for new
budget proposals at project and organisational
level.

Notes of strategic review
meetings, new project proposals

Overall Assessment
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Analyse your results

Reflect about your assessment and summarise the main issues you have identified in the categories of Financial Management.

Developing knowledge

Using knowledge

Sharing knowledge

Collect your ideas

Reflect about your analysis, and propose action steps that  would fill the gap between the current situation and the desired outcome.

Criteria Proposed action

Developing knowledge

Using knowledge

Sharing knowledge
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External Relations

This refers to activities in order to engage stakeholders: partners, d

activities. This implies an interactive processes of learning, monitoring, evaluation and accounting about methods applied an

onors, participants and communities, in joint monitoring, evaluation and learning
d results achieved.

Criteria 1 - Learning with others

The organisation implements specific learning activities with relevant stakeholders.

Indicator Examples of Data Sources Assessment

Some

Almost

The organisation has monitor ing, evaluation and
learning policies and guidelines which foster joint
learning activities with other relevant
stakeholders.

Monitoring, evaluation and
learning policies and guidelines

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

The organisation implements specific learning
activities with relevant stakeholders by:

- informing members about events organised by Organisational action plans,

1.2.1 other o rganisations, encouraging and preparing notes that describe that these
them to participate are routine practices
122 - creating spaces to learn with other
o stakeholders, e.g. networking meetings
- improving organisation A work with lessons
1.2.3 | identified Minutes of evaluation meetings
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Criteria 2 - Monitoring and evaluating with others

The organisation engages relevant stakeholders in monitoring and evaluation activities.

Indicator

Examples of Data Sources

Assessment

The organisation has monitoring, evaluation and
learning policies and guidelines which stipulate
joint monitoring and evaluation activities with
other relevant stakeholders whenever possible.
These include criteria and a decision -making
processes established for the stakeholders
participation.

The organisation engages relevant stakehold ers
in monitoring and evaluation activities via:

- Regular meetings with stakeholders to take into

Monitoring, evaluation and
learning policies and guidelines

Partnership agreements that

Some

Almost

way to go | halfway | there there
Some We are | Almost | We are
way to go | halfway | there there

221 consideration their opinions, feedback and detail the number and type of
suggestions. stakeholders involved
- Meetings to share monitoring, evaluation and
2.2.2 learning practices and results with relevant
stakeholders.
3 Criteria 3 z Accounting to others
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The organisation accounts to relevant stakeholders.

Indicator Examples of Data Sources Assessment

Some
way to go | halfway | there there

The organisation has monitoring, evaluation and
learning policies and guidelines requiring
periodic accounting to relevant stakeholders. Monitoring, evaluation and
This implies foreseeing ways to inf orm learning policies and guidelines
stakeholders about the work done and the
results achieved.

Some We are | Almost | We are
way to go | halfway | there there

The organisation creates opportunities for
discussion on the results of its projects and
activities, with spaces to ask questions and
engage in quality dialogue about them.

Activity reports, reports
avallable on website of the
organisation

Overall Assessment
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Analyse your results

Reflect about your assessment and summarise the main issues you have identified in the categories of External Relations.

Learning with others

Monitoring and evaluating with others

Accounting to others

Collect your ideas

Reflect about your analysis, and propose action steps that would fill the gap between the current situation and the desired ou tcome.

Criteria Proposed action

Learning with others

Monitoring and evaluating with others

Accounting to others

53



As a next step we suggest creating an Action Plan to address the identified main shortcomings in your organisation. Below you can
find a template for an Action Plan.

An action plan is an opportunit y to realise the changes you want to see in our organsation. It serves as an additional exercise to
make your organisation's vision and mission more concrete. An action plan outlines the strategies and actions needed to meet the
capacity goals and objectiv es of your organisation.

Developing an action plan is a critical exercise in ensuring organisational success. An action plan could project a sense of credibility
to your organisation, increase work efficiency and effectiveness a  nd ensure accountability. In addition, the action plan serves as a
tool to mobilizing the team members to take initiative and share responsibility for resolving gaps/challenges and improving t he
issues that require change.

First, collect the analysis from the end of each section and summarise the ideas and development plans you marked down in the

table. Next step is to clarify charges that need to happen based on the assessment results. I s it to develop a culture of learning and
sustainability ? Or are you working improving knowledge management ? Your goal will provide the basis of your action plan. Try to
prioritize them and collect into bigger units the interconnecting action steps. Your action plan should also include the st rategies
and the respective actions you will have t o take in order to achieve your objectives. For each action step or change to be
accomplished, list the following, with a due date for each:

6 What actions or changes will occur -by when?

6 Who will carry it ou t-by when (or for how long)?
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0 What resources are needed -by when?
0 Communication: who should know what and when?

Action Plan Template

Actions Responsible Timeline Resources and Support Potential Communication

Available/Needed obstacles or Plan for
opponents Implementation
What needs to Who will take By what date will  Resources Resources What resistance What members
be done? By actions? Who will  the action be Available Needed might surface in and other
when? offer support, completed? (financial, the organization? organizations
feedback or human, How? should be
guidance? technical or informed
other) about/involved
with these actions?

Finished with the assessment? Go to Learning for Organisations _ section to take concrete actions to improve your organisational
development efforts .
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LEARNING AND IMPROVNG YOUR KNOWLEDGE AND PRACTISES

In this section we share with you three opportunities - correspo nding to the three areas of the  Assessing
section - to improve your knowledge and practices on monitoring, evaluation and learning.

concrete resources on how to improve your monitoring, evaluation and learning practices at the project and
organisational levels.

You can also find all provided resources an d suggested tools for improving your practices inthe = Resources

‘ \ After you have assessed your practices in the Assessing section, here you will find specific tips, advice and
\ t v
— @ - section.

s U ~

Improve your knowledge - A short introduction to key terms and concepts on monitoring, evaluation and
learning

|I& Improve your practice at the project level - A step-by step guide with advice and resources on how improve
your monitoring, evaluation and learning practises at the project level.

rm
1 Improve your practice at the organisational level - A step-by step guide with advice and resources on how to
I . improve your monitoring, evaluation and learning practises on six dimensions of your organisation
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IMPROVE YOUR KNOWLEDGE

This introduction will help you to have a first understanding of the topic or a recap if you are already familiar
with it.

~ l y Evaluation: a basic definition

Evaluation is the act of appraising, assessing or valuing something. Though we may not realise it, we do i t
all the time in our daily activities, we comment on what we like, what we find effective or frustrating.

rd A
'«:;‘ In this guide, it refers broadly to the systematic gathering of information to help organisations reflect about
the value of their activities. Are ac tivities useful? Of quality? Meaningful? Effective? What do young people
learn through them?

Evaluation has two main purposes:

0 Learning to improve practice , that is, reflecting on what happened and incorporating lessons learned to new
activities. For examp le, this can be a team meeting reflection or doing a survey to find out about the opinions of
those involved in an activity.

0 Accountability , that is, informing others and answering questions about the activities implemented. For example,
reporting or expla ining results in a meeting with relevant stakeholders. Accountability is needed to assess the degree
to which organisations follow up on their commitments and values.

The scope of evaluation: What do we evaluate?

Evaluation can focus on differentaspects of t he acti vities. t can focus on degree of partic
focus on the individual learning process or on the various effects the activities have in the communities where they take pla ce. The

scope of evaluation is to be decided by those that evaluate. You decide! Evaluation can assess activities in terms of their

effectiveness, their efficiency and their ethics. In the next sections, we explore what these concepts are about.

Efficiency

Is about producing desired outco mes/effects with a minimum of resources (i.e. financial, human).
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Effectiveness. What do

Evaluation can assess the results of an activity against pre

achieved?

we mean

Jresultsj?

-set goals. Or in other words, to what extent have those goals been

The definition of results depends on the type of goals set. These can include different types of effects or changes in the social

reality.

0 Outputs : new activities, projects and services that are implemented or delivered as planned. There are as many examples

of ou tputs as different type of activities, projects or services (seminars, training courses, counselling sessions, publications,

etc.).

0 Outcomes : actual changes as a result or consequence of any output. Examples are changes in attitudes, like being more

open to the ideas of others, or developed skills, like conflict transformation, cultural expression or digital competence.

can be the reduct ion of violence in particular setting or community.

Results are related to the achievement of cultures of peace and respect for human rights

Inputs Activities

* Resources; staff ® Planned work
(assessing,
enabling,
reviewing,

Outputs

* Activities,
products

Outcomes

* Immediate
achievements
of activities

Figure 2: Impact chain

Impact

* Long-term
sustainable
changes

0 Impact: sustainable changes in social reality that can be reasonably attributed reached outcomes. An examples of impact

. In youth peace work, evaluation looks
at effects in terms of changes at all
levels of social reality, including
individual, group and societal levels that
contribute to peace. One of the biggest
challenges for evaluation is to attribute
more clearly and directly the desired
effects to the planned actions.
Assessment is difficult because many
factors are at play, inf luencing violent
attitudes and behaviours . Many of these
factors are beyond the direct control of
our organisations, for example, the
influence of violent armed conflicts or
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economic challenges. Therefore, one of the biggest challenges for evaluation is to attribute more or less clearly and directly the
desired effects to the planned actions.

Evaluation pre -supposes there is a logical link between our efforts and how these affect social reality. This is often referred to as

t h @mpakt chain i and umdeorjleicesAs pl anning and dtshagory Udf i dhaarkgcemeants| edr t bas
explanations and assumptions of how reality works and how we think our efforts may change that reality positively. Articulati ng a

theory of change offers a cleare r picture of the intended result from an action and explains how activities and results are connected

with each other.

You can find out more about theories of change in ~ Peacebuilding with Impact: Defining Theories of Change (CARE International,
2012).
What will tell me if | am achieving my goals? Indicators/

Indicators are tangible and measurable markers that visualise results at all these levels. They help to assess the progress towards
the achievement of the expected results. There are two main types of indicators: quantitative (i.e. number of participants,
percentage of young people with conflict resolution skills) and qualitative ( i.e. presence of an attitude of dialogue, quality of
interactions).

Ethical dimensions: Accountability and Responsibility

Our actions may have intended and unintended negative effects. Responsible youth peace work should be aware of possible

negative eff ects and risks. As a general principle, any work involving (young) people should consider their well -being and safety as

a central concern. Practical tools have been developed in the context of peace and development work to help organisations ass ess

possibl e ri sks and negative effects. One of them is called the J3Do No Ha
mitigation. Learn more about J3Do No Har mj

Read more:

O From Principle to Practice -Wallace Marghall -20a5 de t o Do No Har m
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http://www.care.org/sites/default/files/documents/PSJ-2012-CARE-Defining-Theories-of-Change-document.pdf
http://cdacollaborative.org/wordpress/wp-content/uploads/2016/07/2015-CDA-From-Principle-to-Practice.pdf

Misunderstanding Do No Harm

Two misunderstandings of the 3do no harmj princispremtthhb&@eve t he
taken lightly.

First, some believe the principle focuses solely on the potential harm and negative impacts of an intervention. They
believe the principle is unconcerned with how to improve a situation or with positive impacts. This is compl etely
mistaken.

The principle of do no harm is a holistic perspective that is equally focused on both harm and benefit. The concept of
Jharmj in the phrase has no meaning without an effort to pro
reminds u s to think before rushing to do good, not to stop us from considering the good altogether.

People and organizations who claim to be using do no harm as a principle solely to avoid harm miss the important
and crucial positive factors that exist. This ignora nce leads to interventions that disable and destroy local capacities.
This too is harm of the worst sort.

Second, some have claimed the principle 3do no harmj justifi
there is the slightest possibili ty that they may do harm, then they should do nothing at all. Again, this is completely
mistaken. \We do not avoid harm by failing to act. Doing nothing when people are in need is clearly to do harm.

Source: http://brevity.consulting/publications/books/from -principle -to-practice/

Learning in youth organisations: whatAs the added value?

Learning means reflection on our observations and experiences by drawing lessons an d improving our next actions. A lot of
learning happens in youth organisations using non  -formal education methods and experiential learning. Nevertheless, it happens
in very special ways and thus, we argue that youth organisations are exceptional learning organisations.
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Through youth work, youth engage in intense peer -to-peer learning processes, they are exposed to new ideas and experiences.

Youth-led activities tend to be effective as young people know better the realities of their peers, their language co des and needs,

and thus, more appropriate and relevant activities can be organised. Youth -led activities build on the positive energy and creativity

of youth. Their time -availability allows for intense engagement. Therefore, lots of learning happens in sho rt-periods of time. Last

but not | east, changes in attitudes and behaviour have an ensor mous
towards learning may be influenced positively and have long  -lasting and multiplying effects in the long  term.

At the same time, these opportunities are often not harnessed due to lack of proper planning, high -turnover of staff and poor
knowledge transfer.
Learn more!

0 T-kit 10 - Educational Evaluation in Youth Work - Council of Europe - 2007

0 What is good youth peace work? A guide for evaluation - UNOY Peacebuilders - 2005

0 Course Monitoring, Evaluation Accountability and Learning - Save the Children - 2009
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http://pjp-eu.coe.int/documents/1017981/1667909/T-Kit_10.pdf/8d85c6ac-05e5-4715-8f43-0f9c3018772a
http://pjp-eu.coe.int/documents/1017981/1667909/T-Kit_10.pdf/8d85c6ac-05e5-4715-8f43-0f9c3018772a
http://unoy.org/wp-content/uploads/What-is-Good-Peace-Youth-Work.pdf
http://www.open.edu/openlearnworks/course/view.php?id=1641

IMPROVE YOUR PRACTIE AT THE PROJECT LE\EL

This section is a step -by-step guide to help you im prove how you monitor and evaluate projects and |  earn
from them. It is based on quality criteria and it is organised in five sub -sections. As stated in the definition,
‘ evaluation starts with the very same conception of the project, from the planning phase to the conclusion.

This part is structured in the following sections:

Relevance and innovation
Planning and design
Monitoring

Final evaluation

Reporting and accountability

abrwbdpeE

A note about quality and MEL at the project level

Most of youth and peace work is project based. This means that activities are organised and carried out to reach a specific aim.

This requires careful planning and preparation involving specific skills. Most learning in youth peace organisations happens in the
context of projects . However, evaluation is often understood in a limited way, as a general reflection of how the project went.
Often, evaluation and learning are not seen as priorities, emphasis is rather put on the actions and practical logistical asp ects. Yet,

evaluation and learning are crucial for making quality projects and thus contributing to reach the organisational mission and vision.
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But what does quality mean? And what is the role of monitoring, evaluation

and learning in ensuring quality? Quality depends on wh at we define, or in

other words, what we consider J3goodij and 3val
overall organisational context, the practice in the fields of youth work and

peacebuilding and ultimately on personal and organisational preferences.

Evaluation is in itself an exercise to define and ensure quality. It is deeply

rooted in values and traditions of practice.

A quality project is defined in the context of these guidelines as a project that is:
0 Ethical - it makes explicit shared and agreed principles  which should guide all actions of the project, for example,
respect for diversity.
0 Relevant and meaningful for the group or community with whom the organisation works.
0 Innovative - based on past experiences, but drawing on creative methods and tools and developing new ones.
0 Effective - manages to reach its proposed goals with the most appropriate methods and tools.
0 Efficient - makes the best use of available resources.
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RELEVANCE AND INNOVATION

Project design and planning starts with a good understan  ding of the project's context and defining the
needs and preferences of the groups and communities with whom the organisation works. In other
words, a project is relevant and meaningful for those involved if it manages to meet their needs and
preferences. Additionally, making projects relevant implies efforts towards innovation. Innovation
seeks for new ways, routes and adaptations in response to the changes of the context. This is a key
starting point if the project aims to be of added -value. Here we propo se a number of steps and tools
to ensure relevance in your project planning.

UNDERSTANDING THE CONTEXT OF THE PROJECT

A first step in project design is to understand the social and political context in which it will take place. This understand ing is
necessary in order to better relate to the communities and groups that you will work with.

Guiding questions to analyse your project's context

What is the political, economic, social and cultural context?
Who are the main actors related to your work?

What are their interests, goals, positions and capacities?
How are the relationships among actors?

What conflicts can you identify in your context?
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A context analysis seeks an understanding of the entire historical, political, economic and social scene. You can deepen your

context analysis, with a conflict analysis. Conflict analysis tools are specifically designed for peacebuilding work. For exa mple, they
can help you analyse the causes and effects of conflicts and how actors behave in a conflict setting. Both a general context analysis
and, more specifically, conflict analysis can help you swheredat e your

will be implemented.

You can read more about...

0 Conflict analysis: Conflict -sensitive approaches to development, humanitarian assistance and peacebuilding Toolkit
0 Conflict Analysi s Framework : Stakeholder Mapping Section 6.2 (p.45- 47)
0 Mapping Political Contex t: Mapping Political Context. A Toolkit for Civil Society Organisations

DEFINING NEEDS

Defining needs is key in ensuring the project's relevanc e. But who defines them and how? It is important to state explicitly who
defines the needs, with whom/for whom and how these needs are perceived and expressed in practice. Participatory planning is
crucial. This means involving all relevant individuals and  groups in decision -making at all stages of the project.

We propose a basic needs analysis tool.

Which  groups/individuals What needs were expressed? When and how were they expressed?
expressed their needs?

Example: young girls in A space to meet safely Informal interviews

neighbourhood x. Job-related skills girls club meeting
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http://www.saferworld.org.uk/downloads/pubdocs/chapter_2__266.pdf
http://www.saferworld.org.uk/downloads/pubdocs/chapter_2__266.pdf
https://www.peaceportal.org/documents/131482768/0/060-015+GPPAC+CAF_Guide_Interactive+PDF_final_22+Jan+2016+%281%29.pdf/f0657dd0-0e0d-4d71-8099-9a5aa5080e56
https://www.odi.org/sites/odi.org.uk/files/odi-assets/publications-opinion-files/186.pdf

You can read more about...

0 Learning needs assessment : Learning Space Toolkit
0 Participatory needs assessment: Salto Youth Inclusion Resources

BUILDING ON PAST EXPERIENCES

Your project is likely not to be th e first of its kind. There may have been other projects that are similar to yours in terms of topic or
have been implemented in the same community. Find out about previous projects implemented by your organisation and by
others. What can you learn from the  m? What has worked well in the past? What challenges and risks did those projects encounter?

Checklist:

O«

Have you consulted with previous staff members or resource persons?

Have you consulted with community/youth leaders about their past experiences with si milar projects?
Have you read previous evaluation reports?

Have you read research reports about the issues the project is about?
Have you researched what other projects have taken place in the area you are working in?

O¢ O¢ O¢ O«
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http://learningspacetoolkit.org/needs-assessment/
https://www.salto-youth.net/rc/inclusion/inclusionresources/inclusiongroups/inclusionethnicminorities/InclusionEmpowermentNeedsAssessment/

INNOVATING FOR THE FUTURE

A= ’
2 —— J -

Innovation does not happen on its
own. Innovation takes efforts. It needs
time to think creatively about new
methods and approaches. It needs to
be planned in your project's design
phase.

O« O¢ O«

Here are a few tips for organising a brainstorming session withy  our team:

All participants are encouraged to contribute fully, guiding each other in developing a wide variety of potential solutions

Eccentric/strange/unconventional ideas are welcomed and built upon
Arts and culture are integrated into the ideation proc  ess

You can read more about...

O«

O¢ O«

The role of imagination and creativity in the book The Moral Imagination: The Art and Soul of Building Peace by John Paul

Lederach

The role of cre ativity in the imagination of sustainable solutions in the
princip les for practitioners and policymakers working on conflict
Brainstorming as a tool for creativity : Mindtools

Causal maps: IHMC Cmap Tools

Systemic Conflict Transformation: Guiding
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https://books.google.nl/books?id=Ii-WYW4rxawC&redir_esc=y
http://www.berghof-foundation.org/fileadmin/redaktion/Publications/Other_Resources/SCT_Systemic_Conflict_Transformation_Brief.pdf
http://www.berghof-foundation.org/fileadmin/redaktion/Publications/Other_Resources/SCT_Systemic_Conflict_Transformation_Brief.pdf
https://www.mindtools.com/brainstm.html
http://cmap.ihmc.us/

PLANNING AND DESIGN

Once needs are defined, then it is crucial to elaborate a project plan. This plan needs to have clearly defined objectives. T hese will

give direction to all activities and should be as clear, specific and time  -bound as possible. Evaluation is difficul t when there are no
standards or objectives against which to assess progress. You need to define what the success of
your project might look like. Basic criteria for a quality project are: ethics (done respecting the

values that you stand for), efficiency (responsible use of scarce resources) and effectiveness
(capacity to reach set goals).

In brief, careful planning is necessary to ensure quality evaluation. This section will take you through
central actions when planning the evaluation of a project:

Setting t he projectAs goals and objectives
Defining your starting points or baseline

} 0000
|||‘ﬁ
o

O«

0 Developing indicators
0 Planning, monitoring and evaluation tasks
0 Assessing risks

SETTING THE PROJECT GOALS AND OBJECTIVES

Goals are general intentions that guide your work, for ~ example, promote dialogue in a community. Objectives are more tangible
and should help you guide your actions in the short  -term. Objectives can be seen as a series of steps that will lead you to realise
your broader goals. For example, you can have a gene ral goal and a series of specific objectives.

Setting specific, measurable, attainable, realistic and time -bound objectives are key for effective project management. These are
oftencalled 3 SMART ]} i ndarigtiantofatiis shat objectives should be agreed-upon, that is, result result from a participatory
decision -making process. If there is no agreement on the objectives, the motivation to implement them will be limited. At the same
time, peacebuilding projects often have objectives that are too amb  itious, broad and vague. Unclear or poorly defined objectives
make project implementation and thus, evaluation more difficult. Here we offer a brief guide to setting objectives.

68



Specific z What will you do exactly? Who will do it and with whom?
Measurable z How will you know that results has been achieved? What will indicate you to what extent you have made progress?

Agreed-upon z Were objectives the result of a participatory decision -making process? Do all involved understand and agree on the
objectives?

RealisiczHow do you know t hat it owi I be feasi blteedry diochangedio ecsr itth er ed eart eer atlo
assumptions on how reality works in the specific context? How challenging is it to address a certain problem or conflict?

Time-bound z Are actions planned in relation to the available time and bound by benchmarks or deadlines?

An example of a SMART objective is:

JBy year two of the project, the organisationAs team of ¢ttyrainers (6
students (150 students, ages 18 -21) in the University of Peaceland and the University of Changeland on intercultural
communi cati on and soci al medi ati on competencesi

When defining objectives, you need to take into consideration the specific type of social change or peace work that you want to

engage in. Educational projects emphasise learning criteria, that is, what and how muc h have the participants learned in terms of

competences (knowledge, skills and attitudes). Peacebuilding interventions tend to focus on the improvement of relations and

|l evel s of trust, al so changes i n attit ud eemphassaevherleded of tinbeestantiogtoh e r | . Advoc:
and support towards an issue that is new on the agenda or that is contested or debated. Social development work may emphasise

criteria of accessibility to basic human rights, such as health or housing to name a few e xamples.

You can read more about...

0 how to define goals and objectives: DME for peace module

DEFINING YOUR STARTING POINTS

Before your start implementing your project is it important to determine what the original situation is. For example, if you want to
promote attitudes of respect towards different reli gions among young people in a certain neighbourhood, then you need to
determine what the current situation is. You can hold informal interviews, use existing national or local level statistics an d discuss
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http://www.care.org/sites/default/files/documents/PSJ-2012-CARE-Defining-Theories-of-Change-document.pdf
http://www.dmeforpeace.org/sites/default/files/3.5%20Goals%20and%20Objectives.pdf
http://www.dmeforpeace.org/sites/default/files/3.5%20Goals%20and%20Objectives.pdf

the data with your team. You can summarise your fin  dings in a short description. However, the more accurate the picture, the

better your ability will be to monitor progress in relation to attitudinal change. A survey of attitudes can be a good tool t o]

understand and measure this change. Thiscanalsobeca | | ed 3baseline studyj. A baseline study can
on a case study, for example, about violence in a school or city district. Alternatively, it can consist of a quantitative st udy on

measuring the types and levels of violence in  specific context.

A good baseline will help you to compare and assess what has changed over a period of your project. Also, you should be able to

tell whether the change was as a result of your intervention and how useful it was. A baseline could also serv e to adjust and/or

redefine a project from the start. Baselines are not al whayeBneshecessary i
and process the gathered information in when working in complex and dynamic social contexts. Some bas eline information may

already exist through the context/conflict analysis of the project, or secondary data like reports or statistical data of oth er

organisations and institutions. If it is/was not possible to conduct a baseline study you can reconstruct a description of the original

situation retrospectively, for example, through storytelling, interviews or documentation.

You can read more about ¥

0 How to do research on a case study: DME for peace module
0 How to do basic quantitative research: DME for peace module

DEVELOPING INDICATORS

An indicator is a s imple and reliable sign or pointer of changes in an aspect of reality. Indicators are a means to measure change,

so they are central in monitoring and evaluation. Indicators can be quantitative or qualitative. For example, the number of i ncidents
of physic al violence is an example of a quantitative indicator. The quality of relations and trust among persons or groups of people

is a qualitative one.

Indicators are approximations of reality, they do not reflect a full picture of reality. Therefore, they are | imited. A careful choice of
indicators based on an in -depth knowledge of the cultural and social context is key. Since reality is complex, a mix of qualitative
and quantitative indicators is recommended. While quantitative indicators may tell you how much is happening (or not), qualitative
indicators may tell you Aow it is happening and why.
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http://www.dmeforpeace.org/sites/default/files/2.2%20Case%20Study.pdf
http://www.dmeforpeace.org/sites/default/files/2.2%20Case%20Study.pdf
http://dmeforpeace.org/sites/default/files/1.3%20Quantitative%20Research.pdf
http://dmeforpeace.org/sites/default/files/1.3%20Quantitative%20Research.pdf

You can read more about...

0 How to develop peacebuilding indicators: Designing for Results

(@]

How to develop SMART indicators :
3 GAIN Peacebuilding Indicators
3 Note on Peacebuilding and Statebuilding Indicators

0 Examples of Peace and Conflict Impact Assessment (PCIA) Indicators A Monitoring and Evaluation Framework for Peace -
Building Annex | (p. 56-57)

O«

The difference between output, outcome and impact and perform ance indicators:

3 A quick guide to developing national ESD indicators

3 Asia-Pacific Guidelines for the De velopment of National ESD Indicators

PLANNING MONITORING AND EVALUATION TASKS

Monitoring and evaluation tasks need to be integrated into your
objectives, you need to decide what you want yo ur evaluation to focus on. These are some guiding questions to help you develop
your evaluation plan:

O«

What will the focus of the evaluation be? What will be the key criteria of evaluation? How important will efficiency,
effectiveness and ethical dimension s be?

Who will take the lead, contribute to and participate in evaluation activities?

What is the time frame of the evaluation? When will evaluation activities take place?
What material resources will be necessary to implement evaluation tasks?

How will the evaluation results be utilised and by whom?

O« O¢ O¢ O«
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https://www.sfcg.org/Documents/dmechapter4.pdf
https://www.sfcg.org/Documents/dmechapter4.pdf
http://learningforpeace.unicef.org/wp-content/uploads/2014/02/CRS-GAIN-Peace-Indicator-Manual.pdf
https://www.pbsbdialogue.org/media/filer_public/a1/52/a152494f-0bb0-4ff3-8908-14bb007abd25/psg_indicators_en.pdf
https://www.pobal.ie/Publications/Documents/PEACE%20III_Evaluation%20Framework%20for%20Peace-building%20PWC%20SEUPB.pdf
https://www.pobal.ie/Publications/Documents/PEACE%20III_Evaluation%20Framework%20for%20Peace-building%20PWC%20SEUPB.pdf
http://unesdoc.unesco.org/images/0015/001553/155304e.pdf
http://unesdoc.unesco.org/images/0015/001552/155283e.pdf

One tool for devel oping QultyeAssarangeaRlanpn PBasancalsl yt,hei t3 i s an excel sheet
objectives of the project, output and outcome indicators, assigned persons to ¢ omplete tasks and deadlines. You can see an
example here.

You can read more about:

0 Project Monitoring and Evaluation Plans (Templates) in Word and pdf formats
0 Monitoring and Evaluation Plan Module - Search for Common Ground

ASSESSING RISKS

Any intervention or action in the social reality can never be completely neutral. Well -intended projects may cause unintended
negative effects and harm. Evaluation is a sensitive endeavour, especially in contexts where there ar e debates about the role of
certain organisations or tensions about what are the best approaches in youth work and/or peace work. For example, some

organisations may fear losing funding or support, or fear disclosing sensitive information that may be used in power games. As

any project needs to be aware of possible risks and negative effects on the persons and groups involved, the evaluation activ ities

need also to be risks and conflicts -sensi ti ve. There are tool s to enditsrelatedewaludgiony our pr oj e
activities are conflict sensitive and follow the principles of 3Do No

You can read more abouty

O«

Conflict sensitivity: blog about Conflict sensitivity for Peacebuilders
The YDo No Ha r:meAd tkerGaidgeeonlioerok read a tip sheet developed by Swiss Agency for Development and
Cooperation (SDC)

(@]
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http://www.unoy.org/evaluationguide/wp-content/uploads/2016/06/Example-of-a-Quality-Assurance-Plan-Excel-document.pdf
http://pqdl.care.org/Practice/ME%20Plan%20Template.doc
http://pqdl.care.org/Practice/ME%20Plan%20Template.doc
http://pqdl.care.org/Practice/ME%20Plan%20Template.pdf
http://pqdl.care.org/Practice/ME%20Plan%20Template.pdf
http://dmeforpeace.org/sites/default/files/3.10%20Monitoring%20and%20Evaluation%20Plan%20Module.pdf
http://www.dmeforpeace.org/discuss/conflict-sensitivity-peacebuilders
http://www.dmeforpeace.org/discuss/conflict-sensitivity-peacebuilders
http://www.principletopractice.org/from-principle-to-practice/
http://dmeforpeace.org/learn/do-no-harm-tip-sheet

MONITORING

Once a project plan, including an evaluation plan is ready, it is important to set out h ow you will
keep track of your projectAs developments and achi evemen
will monitor your project.

Here are a few guiding questions:

0 What information do | need to gather to assess progress on the set indicators?
Decide the type of monitoring appropriate for you (for example, results, process/activities,
participation of beneficiary/stakeholders, context/situation, financial, organisational)

0 How will I collect information?

Methods can be systematic observationsina project diary, observations shared in periodic
team meetings, a survey or self -assessment questionnaires.

0 How often will I gather and analyse information for monitoring purposes?
0 Who will be responsible for the monitoring tasks?
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Tips for good practice in monitoring:

0 Keep it focused to your specific audience and intended use (necessity and sufficiency).

0 Be systematic, and follow your indicators and assumptions.

0 Keep an eye on unintended consequences in your project and the wider context, including any c hanges in your
context/conflict/risk assessments. Use this information to adjust project activities/plans.

0 Keep it timely, so that the information is used to make informed decision during project implementation.

0 When and if possible, be participatory. Invo Ive your stakeholders in the process. It can build better understanding and

ownership and also reduce costs. Information collected during monitoring does not serve only the project management
team. When possible, it should also be shared with beneficiaries , donors and any other key stakeholders.

You can read more abouty

0 adetailed example of a Monitoring Checklist: DME Workshop Handout

MONITORING AT THE TEAM LEVEL: TIPS ON HOW TO GIVE AND TAKE FEEDBACK

Honest and constructive feedback is fundamental in team work. Feedback can be given in a private conversation or shared during
a team meetings. There should be trust among team members and an agreement that sharing opinions and suggestions for
improvement is welcome and useful. The aim of giving feedback is to be helpful, to improve the b ehaviour, attitudes or
performance of an individual or group.

When giving feedback remember to:

0 Praise positive aspects of t he personAs behaviour and perfor manc
behaviours, not on other aspects of personality or  characteristics of the person involved.
Feedback should be specific, supported by examples. Give specific suggestions for improvement.

(@]
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http://pqdl.care.org/Practice/Checklist%20for%20Quality%20of%20Monitoring%20Information.pdf

0 Feedback should be timely. Wait for the opportunity to share feedback, when the person may be ready to receive it.

When taking feedback remember to:

O¢ O¢ O« O« O«

FINAL EVALUATION

Be open about what others have to say, do not feel attacked or defensive.

Listen carefully, try to understand how others perceive you and your behaviour, treat it as valuable information which will
help you to improve.

Ask questions to clarify information.

Thank the person for their time and willingness to give you their feedback.

Reflect about the given feedback and think for yourself about what it means for you.

Once the project is concluded or close to the end, a final evaluation can be organised. A final

evaluation reviews the overall project cycle, draws conclusions and extracts lessons learned from

the experience. Commonly, in the context of youth work, a team meeting is organised to discuss

the achievement s and | earning points. Oof t en, based on
evaluation forms. Here we give you guidance on tools to evaluate outputs (completed

activities/ efforts) outcomes (effects of completed activities), impact (long lasting ch anges).

EVALUATE YOUR EFFORTS OR OUTPUTS

These are typical questions that you can ask when assessing to what extent your efforts and
activities corresponded to your plans and expectations.

O«

Did you manage to implement all planned activities?
How many acti vities were organised?
How many persons were reached? How many participated?

Q¢ O«
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