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Foreword

The Origin and Intent of these Course Materials

This course is based on the rich collective experiences of the planning, monitoring and
evaluation facilitators and trainers who are listed below, and who have worked with IUCN
programmes and project managers in Asia, Africa, Latin America and Europe helping them to
better plan, monitor and evaluate their projects and programmes.

Managed by the global Monitoring and Evaluation Initiative, these facilitators and trainers
developed, over a 6 year period, a range of training materials that formed the foundation for
this JUCN Project Planning, Monitoring and Evaluation Training Course. Through developing and
testing concepts and approaches, and through dialogue with regional and global managers they
established a general consensus on acceptable and realistic standards and core practices for
planning, monitoring and evaluation of projects and programmes in IUCN.

The intent of this core PM&E Training Course is to provide project managers with a common
understanding of core concepts of planning, monitoring and evaluation as practiced in IUCN.
While it is understood that managers may be required to use other concepts and tools
specifically required by some donor agencies, this course is intended to strengthen the
understanding of core PM&E concepts that, if necessary, can be adapted to the requirements of
specific donors.

This is a core course in PM&E concepts and approaches, not an advanced training in the use of
specific techniques such as sustainability assessment, PRA (participatory rapid appraisal) and
gender analysis, or an in-depth course on data collection and analysis.

The list of core references provides information on complementary PM&E resource materials
available through the IUCN M&E Office or from regional Programme Coordinators and M&E
staff.

We sincerely hope that IUCN project and programme managers find this course useful in
carrying out their responsibilities for improved planning, monitoring, evaluation and delivery of
project work.

We warmly welcome your comments on how these materials may be improved.

Nancy MacPherson
Coordinator, Global M&E Initiative

Bill Jackson
Director, Global Programme

Global M&E Initiative
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in ITUCN

(A 25%%) Learning
@ﬁg Objectives:

Approximate
Duration:

Overview:

At the end of the Module, participants will:

v

Understand the importance of good project planning in

IUCN

Be reminded of the Definitions of Project

Be familiar with the concept of Theory of Action and

Logic Models

Be familiar with the Results Based Approach to Project

Planning Adopted by IUCN.

Understand the Project Cycle

1hr 30 minutes

In this module:

v

v
v
v

Presentation: Projects and Project Design

Presentation: Approaches to Project Design and Planning

Presentation: Project Management Cycle
Exercise: Project Management Cycle
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When Alice encounters the Cheshire cat in Wonderland, she asks,
"Would you tell me, please, which way I ought to walk from here?”

That depends a good deal on where you want to get to,” said the Cat.
I don’t much care — as long as I get somewhere,” said Alice.
Then it doesn’t matter which way you walk,” said the Cat.

- Lewis carroll

1.The Importance of Good Project Planning in
IUCN

Approximately 80 per cent of the delivery of IUCN'’s work is carried out through projects that
are designed to improve knowledge, build capacity and strengthen the governance of
biodiversity conservation and sustainable use of natural resources. For IUCN to achieve its
Mission and remain relevant in an increasingly complex world it must ensure that project and
programme managers in IUCN are able to design and implement projects that address the most
relevant conservation issues, that are well focused and realistic, and that are regularly
monitored and evaluated in order to learn from experience.

Internal and external reviews of IUCN’s work have recommended that if IUCN is to optimize the
potential impact of the three pillars of the Union (the Secretariat, the Commissions and the
Membership) to achieve the Mission of the Union, that it should undertake increased efforts to
build and maintain project and programme planning, monitoring and evaluation capacity across
the component parts of IUCN. This course represents one of the ways in which IUCN is
responding to this challenge.

2. Defining Projects

A project is a set of well-defined resources dedicated to achieving specific results in a defined
period of time. A project has a clear time frame (start and end), and a clear strategy of how to
use resources to produce results. Projects are designed and implemented to address
developmental needs or problems. IUCN projects specifically address conservation and
development needs and problems.

IUCN

Global M&E Initiative
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2.1. Projects and change

Usually IUCN projects are designed and implemented to meet a felt conservation and/or
development need. The critical assumption underlying these projects is that conditions will
change as a direct result of the projects (Exhibit 1.1). At the heart of project design is deciding
what to improve or change, and how a project can bring about that change.

However not all projects bring about dramatic change. Stabilising a situation or slowing the rate
of decline could be just as important (Exhibit 1.2).

Exhibit 1.1 Conditions Improve as a Direct Result Exhibit 1.2 Condition Stabilises as a Result of the

of Projects’ Project
. Not All Projects Bring Dramatic
Projects and Change ] 9
Change
Change in
ecosystem and . . . .
human well-being » Sometimes projects stabilise conditions before
over time with the they can improve
= intervention o
g ‘° Change in ecosystem and
= Change in 2 human well-being over
g ecosystem and g T—__————__ time with the intervention
c human well-being H ]
@ . . € Change in ecosystem
g OVEI.' time Wlt_hom 33: and human well-being
T the intervention Ecosystem well-being over time without the
intervention
Ecosystem well-being
118 Global MeE mitiative IJCN 1-19 Giobal MeE nitative IJCN

All projects are based on assumptions about the nature of the needs or problems, the
interventions needed to address them, and how the project interventions incrementally achieve
the changes?. Therefore, behind each project is a theory of action — a set of beliefs held by
those who plan a project about how change will come about and why. If x, then y: For
example, a personal theory of action might be “If I go to school, I will get better qualifications;
better qualifications will help me get a better paying job and therefore more income and a
better livelihood”.

This theory of action is based on several assumptions: that I am capable of learning and getting
good grades; that I will study in a field that is not already flooded by good qualifications and so
I can get a higher paying job; that the economy can support high salaries and finally that my
income can cope with the rate of inflation. Any set of actions will lead to expected results only
if certain conditions exist.

The validity of the connection between project initiatives and outcomes and impacts depends
on the existence of conditions necessary for success, otherwise known as assumptions.
Defining and mapping these conditions or assumptions provides a clearer road map of how the

! Based on ideas modified from Eric Oldsman, 2002. Using Logic Models in Development Evaluation.
International Program for Development Evaluation Training and IUCN and Prescott-Allen, 1997.
Barometer of Sustainability. Measuring and communicating wellbeing and sustainable development.

2 Eric Oldsman, 2002. Using Logic Models in Development Evaluation. International Program for
Development Evaluation Training
IUCN
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in JUCN 1-7

activities lead to eventual results. Most projects however do not do not make this road map
clear, and even when they do, in some cases, it may be quite invalid>.

While the concept is simple, it has been confused by the many approaches and terms used by
various development agencies. Communication has become complicated by, rather than
facilitated by, the many different terms used to express the same idea.

IUCN works with a variety of donors who often require that their particular approach and
terminology be used. Staff will therefore always need to understand the concepts underlying
the variety of terms so that they can move easily among the languages and approaches of the
different donors and partner organisations. The key, therefore, to cutting through the confusion
created by different sets of terms is to understand the core concepts underlying the project
design and planning process.

3. Approaches to Project Design and Planning

Different agencies use different methods to design project. The most commonly used methods
include:

v The logical framework analysis (LFA);

v Obijective oriented project planning (ZOPP in German, a close derivative of LFA);
v Logic models; and

v Results Based Management (RBM) or managing for results.

All these methods can be categorized as either a results based approach or an activity driven
approach (Exhibit 1.3)*.

? ibid
4 Modified from Alexandro Imbach (editor) — 2001. Finding the Way. A practical guide to self-evaluation
of sustainable development projects.

IUCN
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Exhibit 1.3: Two common approaches to project design

Activity Driven

Results Driven

If we engage in these

We identify what change is

in ITUCN

activities required in the condition of
people and environment
1 .
We produce these outputs
Then we identify changes
3 needed in intermediate

organizations

Then we identify who might
use them and how they i
might change

Then we identify changes
1 needed in individuals

Then we identify how L g
institutions change as a
result of change in individuals

8

Then we bring about some
changes in the condition of
people and environment

So we need to deliver
these products

. 2

Therefore we need to
engage in these activities
Global M&E Initiative !_lm:'g.'ﬂ

1-37

A results driven approach is now the standard for planning in IUCN. Past experience in IUCN
has revealed that IUCN projects were found to be busy with a wide range of activities, but were
unclear on the specific results they were supposed to be delivering and the longer term changes
they were supposed to be achieving.

Within the results based planning approach different institutions use it in different ways
however there similar underlying design principles. In essence, they are:®

v

To develop projects based on a thorough understanding of the situation in which an
intervention is planned.

To involve stakeholders in a participatory process of project design and evaluation.

To develop a set of clear logical objectives that can realistically be achieved within a
specific timeframe and budget, and that will make a significant and sustained
contribution to a higher-level development objective.

To make explicit the cause and effect relationships and external factors that influence or
underpin the project, and that must hold true if planned activities are going to lead to
desired results and impacts.

To establish a monitoring and evaluation system which will show if the objectives have
been achieved and will provide information to support effective management decision
making and learning.

> Jim Woodhill, 2000. Introduction to Key Concepts, Approaches and Terms - Working Draft Version 1.
IUCN Global Monitoring and Evaluation Initiative

IUCN

Global M&E Initiative
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3.1. Principles of project design adopted by IUCN

The approach adopted by IUCN is one that emphasises the participation of stakeholders in
analysing the situation and identifying realistic results. This requires clearly identifying project
stakeholders and then designing projects that meet their needs and priorities (covered in
Module 1). It also requires a clear identification of both the users and beneficiaries of project
outputs. This is because the nature of IUCN is such that in most projects the use of outputs to
achieve results is often outside the direct control of the projects and therefore IUCN (Exhibit
1.4).

During implementation, this approach emphasises the need to monitor progress and resource
use by means of indicators (covered in Module 3 and 4). IUCN recognises that given the
complexity of conservation and natural resource management and a rapidly changing wider
environment, an adaptive approach to project management is essential. Monitoring information
is used to adapt management strategies. Lessons are captured to increase knowledge about the
processes that work well and why, as well as those that do not work so well. These lessons are
incorporated in further practice in a learning cycle (Exhibit 1.5). Risks are identified and
managed as part of the management strategy, and reporting is based on performance
(achievement of outputs and results).

Exhibit 1.4: IUCN's Path to Results®

IUCN Paths to Achieve Results

Intermediate ' Intermediate
Organisation 1 Organisation 2

~

People & the
‘ environment

: \ Intermediate /
Organisation

Input v Outputs Intermediate effects ¥ Impact
& outcomes
1-30 Global M&E Initiative I_l_','.,._c_’!

In designing a project that supports learning, analytical tools should be used during the
planning process to clarify the project logic model, and indicators should be used to observe
progress. Monitoring and reporting systems that support data collection (as one input into the

® Alexandro Imbach 2000. Finding the Way. A guide to Practical self evaluation for development projects.
IUCN

Global M&E Initiative
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reflection process) are developed. Systems to support successful implementation are also
developed and information from other parts of the cycle is used to engage in adaptive

in ITUCN

management, and best practices in the field of natural resources management is assessed and

used.

Exhibit 1.5: Action Learning Cycle’

The Action Learning Cycle
A

Lessons from the first
learning loop incorporated
to improve practice and

results of the next loop

Reflect

Reflect Act

b N 4

Time

Level of practice & quality of results

¥ ° \\\7\

{ Observe \

Plan

1-31
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4.The Project Management Cycle

A project management cycle refers to the various stages required to conceive of and deliver a
project. In IUCN the stages that have been adopted are - situation analysis, identification and
design, project approval and funding, implementation, evaluation, monitoring, reporting and

communication. (Exhibit 1.6).

Often the cycle is repeated again for multiple phases of projects. Each stage of the cycle has

different requirements in resources (time, money and staff) and usually institutions have

’ Modified from the following sources: 1) Kolb, D. A. (1984). Experiential learning: Experience as the

source of learning and development. Englewood Cliffs, NJ: Prentice Hall. 2) Ross, R., Smith, B., &

Roberts, C. (1994). The wheel of learning: Mastering the rhythm of a learning organisation. In P. Senge,

R. Ross, B. Smith, C. Roberts, & A. Kleiner (Eds.), The fifth discipline fieldbook. New York, NY:

Currency/Doubleday.

IUCN

Global M&E Initiative
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standards to which they require each stage to meet. It is important to note that the cycle is not
as linear as it appears, as illustrated by the elements of project design —

V' Understanding the context (situation analysis) — Module 1
vV Building logic models — Modules 2 and 3

\' Developing a monitoring plan — Module 4

V' Developing an evaluation plan — Module 5

Exhibit 1.6: Project management cycle in IUCN

Projec
Evaluation Identification

ﬁ & Design
Monitoring

Reporting

Wmunication '

Project

) Approval &
Implementation Funding
2-2 Global M&E Initiative !.!-,.’Q_ﬂ

IUCN

Global M&E Initiative
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Notes:

IUCN

Global M&E Initiative
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5 5.Exercise 1.1 - Identifying
stages of the Project
Management Cycle

Time: 25 minutes

Instructions:

1.

Working on your own, draw the IUCN project management cycle, labeling the various
stages (5 minutes).

Share your results with your two neighbors and make one project management cycle
from the three (5 minutes).

Discuss and agree 3 reasons why the project cycle is important (5 minutes)

We will discuss the results in a large group (10 minutes).

Test your understanding
1. What is a project?
2. What is a theory of action? Can you think of a quick example of theory of action?
3. What are the most critical issues one has to deal with during project design?
4. Why is it important to analyse conditions underlying a project’s theory of action?
5. What is results based planning?
6. What are the underlying principles of results based planning?
7. Which principles are adopted by IUCN?
8. Why is it important to understand the underlying principles?

9. What are the two common approaches to project design and which one is adopted
in IUCN?

10. Why is it important to understand the project management cycle?

IUCN

Global M&E Initiative
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Importance of good project planning in
IJUCN

80 per cent [IUCN’s work in delivered through projects

Critical that projects are relevant, well focused, realistic,
monitored, evaluated

Managers must have skills and capacity for PM&E if they
are to learn from experience

External and internal reviews have recommended that if
IUCN is to optimize the potential impact of the Union —
Members, Commissions, Secretariat - that project and
programme managers must strengthen planning,
monitoring, evaluation and learning from our work.

This course is one contribution to meet that challenge.

Global M&E Initiative !HQN



* Theory of action and logic models
» Results-based approach to planning
* Project management cycle
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results

* Itis developed to meet a felt conservation and
development need or problem

1 '4 Global M&E Initiative IUCN
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intervention

Change in ecosystem
and human well-being
over time without the

intervention

Human well-bein

Ecosystem well-being

Underlying assumption = conditions will change as a direct result of
the project

1 '5 Global M&E Initiative IUCN
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Not All Projects Bring Dramatic
Change

« Sometimes projects stabilise conditions before
they can improve

Human well-being

pa———

Ecosystem well-being

Change in ecosystem and
human well-being over
time with the intervention

Change in ecosystem
and human well-being
over time without the

intervention

Global M&E Initiative !HQN



- HOW the project can bring about or contribute to the
Improvement or change

- WHAT it will cost
- HOW to obtain the necessary resources
- HOW to tell if you are achieving your desired results

1-7 Global M&E Initiative !!-..’QN



Theory of action as the basis of projects

* Projects are based on:
- beliefs about the nature of the problem

— assumptions about the interventions needed to
address them, and

— assumptions about how the project interventions build
up to achieve the changes

« Behind each project is a theory of action — a set of beliefs
held by those who plan a project about how change will
come about.

« If x, then y — example:

- “If | go to school, | get better qualifications; better
qualifications lead to a better paying job and therefore
more income and a better livelihood”.

1-8 Global M&E Initiative !.';"QN



Assumptions that underlie a Theory of
Action

* Theory of action is based on several assumptions:

- that | am capable of learning and getting good grades

- that | will study in a field that is not already flooded by
good qualifications and so can get a higher paying job

- that the economy can support high salaries

- that income obtained can cope with the rate of
inflation.

* Any set of actions will lead to expected results only if
certain conditions exist.

1-9 Global M&E Initiative !.',:"QN



Project achievement depends on
assumptions

 Validity of the connection between project
Initiatives and outcomes and impacts depends on
the existence of conditions necessary for
success - assumptions.

* Defining and mapping these conditions or
assumptions provides a clearer road map of how
the activities lead to eventual results.

* Most projects do not do not make this road map
clear, and in some cases it may be quite invalid

1-10 Global M&E Initiative !.';"QN



Confusion among approaches?

1-11

IUCN works with a variety of donors who often require that their
particular approach and terminology be used.

Simple concept of theory of action is complicated by many
approaches and terms used by various development agencies.

This complicates communication and understanding unnecessarily

Staff need to understand the concepts underlying the variety of terms
so that they can move easily among the languages and approaches
of the different donors and partner organisations.

The key is to understand the CORE CONCEPTS underlying the
project design and planning process — regardless of what terms are

used.

Global M&E Initiative !HQN



Common approaches to Project Design

e Different agencies use different approaches
e Most commonly used methods include:

— The logical framework analysis (LFA)

— The objective oriented project planning (ZOPP in
German, a close derivative of LFA)

- Logic models

- Results Based Management (RBM) or managing for
results.

e Some are product or activity driven, some are change or
results driven

1-12 Global M&E Initiative !.',:"QN
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en we develop
products...

Then we identify who uses
them... individuals

..... and institutions

Then we identify the changes
we hope will happen...

Global M&E Initiative IUCN
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Change Driven — Results Approach
If we identify what changes are
€—> needed in the condition of
people and environment...
Then we identify changes
€—> needed in intermediate
organisations...

Immediate
effects

¢ N Then we need to deliver these
products...

¢ 3 Thereforg we need to engage in
these activities...

1-14 Global M&E Initiative !.',:"QN
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Results Based Approach

* Most commonly used today — adopted by IUCN

« A planning approach that emphasises identification of
change as a basis for planning

« Concept borrowed from (RBM) - Results Based
Management

« RBM emphasises management driven by the need to
achieve results

* Requires clarification of the theory of action and
underlying assumptions

1-15 Global M&E Initiative !.',:"QN



Approaches to Generating Results

« Different agencies, different approaches, different
methods

« Similar underlying principles:

- Develop projects based on thorough understanding of
situation to improve

— Participatory process - involve stakeholders
- Develop clear logical achievable objectives

- Select results that make significant contribution to
iImproving condition

- Make explicit cause and effect

— Establish and use monitoring systems in adaptive
management

« They all have implicit logic models

1-16 Global M&E Initiative !.',:"QN



Principles of Results Based
Approach Adopted by IUCN

1-17

Clearly identify beneficiaries and partners
Clearly identify outputs and users of the outputs
Design relevant projects

Define realistic results

Monitor progress

Use monitoring to support adaptive management

Evaluate and capture lessons to increase knowledge and
Improve practice

|dentify and manage risks

Global M&E Initiative !HQN



JUCN Paths to Achieve Results

Intermediate ‘ Intermediate
Organisation 1 Organisation

~

People & the
B TR | onvironment

: \ Intermediate / :
Organisation

Input iOutputs Intermediate effects Impact

& outcomes
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The Action Learning Cycle

2]
=
=
& Lessons from the first
e learning loop incorporated
"'5 to improve practice and Observe
> results of the next loop
=
Tg ‘
(on < >
Reflect ) Act
oJ Observe \O
: TN A
O
wid 2
o * \
& Plan
o Reflect \ Act
S .
o
3 3\ )(
> Plan _
— Time
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Project Cycle

Situation
Analysis

Project
Evaluation Identification
/ \ & Design
Monitoring
Reporting
wmunication '
Implementation Project
Approval &
Funding
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Steps in project cycle and modules

e The following steps are used to design projects:

- Understanding the context (situation analysis) —
module 1

- Building logic models — modules 2 and 3
— Developing a monitoring plan — module 4
- Developing an evaluation plan — module 5
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Link to Project Cycle - exercise

* Projects are implemented within
institutions as managed processes

* Exercise
- Individually draw a project cycle (5 minutes)

— Turn to your next two neighbours, compare
and agree on one project cycle (5 minutes)

— List 3 ways in which the project cycle is
important (5 minutes)

- We will discuss in plenary (10 minutes)
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Test your understanding

1. What is a project?

2. What is theory of action? Can you think of a quick example of
theory of action?

3. What are the most critical issues one has to deal with during
project design?

Why is it important to analyse conditions underlying a
project’s theory of action?

. What is results based planning in [UCN?

. What are the underlying principles of results based planning?

5
6
/. Which principles are adopted by [UCN?
8
9
1

=

. Why is it important to understand the underlying principles?
. What are the two common approaches to project design?

0.Why is it important to understand the project management

cycle?
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