
SNV - Netherlands Development Organisation

Support to Business Organisations and their Access to Markets (BOAM)
Programme Management Unit (PMU) - Private Sector Component

Implementation of a
Monitoring and Evaluation System

Dieter Gagel
freelance consultant

mail@gagel.net

Addis Ababa 7/2005



Table of Contents

1. Result based Monitoring and Evaluation System .....................................................1

1.1 Steps of implementation of result based monitoring............................................1
1.2 Activity monitoring and impact hypothesis ..........................................................1
1.3 Monitoring and evaluation matrix .......................................................................2

2. M+E implementation ....................................................................................................3

2.1 Introduction of an M+E hardcopy folder and electronic computer folder..............3
2.2 Training of a permanent M+E expert ..................................................................4

3. Recommendations ....................................................................................................4

_____________

4. Monitoring and Evaluation Matrix...............................................................................5

4.1 Cross cutting issues ...........................................................................................6
4.1.1 Programme objective...........................................................................6
4.1.2 Project management............................................................................7
4.1.3 Policy level...........................................................................................7
4.1.4 Common value chain issues ................................................................8
4.1.5 Monitoring and Evaluation (M+E).........................................................8
4.1.6 Funds ..................................................................................................9

4.2 Value chains.....................................................................................................14
4.2.1 Milk and milk products .......................................................................14

ð· M+E overview ........................................................................14
ð· Diagram: Economic Monitoring Points....................................16
ð· Excel sheets for monitoring ....................................................17

4.2.2 Edible oil and oil seeds ......................................................................20
ð· M+E overview ........................................................................20
ð· Diagram: Economic Monitoring Points....................................21
ð· Excel sheets for monitoring ....................................................22

4.2.3 Honey and beeswax ..........................................................................24
ð· M+E overview ........................................................................24
ð· Diagram: Economic Monitoring Points....................................26
ð· Excel sheets for monitoring ....................................................27

4.2.4 Pineapple...........................................................................................29
ð· M+E overview ........................................................................29
ð· Diagram: Economic Monitoring Points....................................30
ð· Excel sheets for monitoring ....................................................31

5. M+E Time Frame ........................................................................................................33

Annex
ð· SWOT analysis



1

1. Result based Monitoring and Evaluation System

1.1 Steps of implementation of result based monitoring

The SNV private sector development component is about to launch value chain development
support in agro based business activities. To date, four value chains have been selected for
implementation. This business support intervention is not only value chain focused but
triggered towards cross cutting and overall issues on how to improve quality of products and
services, marketing, supplies, capacity building of partner organisations, business
associations, networks and policy dialogue. Thus, the result based M+E system will be
implemented based on the following steps 1):

1. Identify the system boundaries
2. Agree on purpose and procedures for result-based monitoring
3. Agree on results hypotheses
4. Review indicators and define milestones
5. Conduct data survey
6. Using monitoring result.

1.2 Activity monitoring and impact hypothesis

Fields of intervention

Around the value chain intervention at micro level the programme is to support business
associations and networks at meso (organisational) and policy dialogue at macro level.
Partner organisations will be supported for capacity building, the main actors of the selected
value chains would be brought together to establish networks and support association
building (see step 1). 2)

Result-oriented approach

Following the result oriented approach, the programme objective has been completed by
defining the programme indicators for achievement. For further intervention the value chains
are planned and organized by a result oriented planning and implementation hierarchy: For
each of the value chains an objective, results and indicators have been defined, thus forming
a system of results hypotheses not only on cross cutting issues but also at individual value
chain level (steps 2+3).

Indicators

In a first planning workshop and at the beginning of the pilot phase a review of indicators and
definition of milestones has been undertaken and further reviewing will be done after first
practical experiences (step 4).

In each of the value chains specific indicators have been defined in order to collect baseline
data at the beginning of the pilot phase (step 5). This data collection can be carried out by a
general baseline survey or by value chain specific data collection step by step whenever
necessary. Thus, the respective indicators, with references and necessary sources of
verification have been put into the respective value chain M+E overviews of the monitoring
and evaluation matrix (see chapter 4 of this paper).

  
1) Heike Höffler, GTZ Nairobi, Kenya 4/2005: Impact Monitoring in Value Chain Promotion.
 Concept and Application, page 19

2) see "Defining the scope of influence on micro, meso and macro level" in Heike Höffler, a.a.o., p. 33
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M+E management

The monitoring and evaluation system will be managed by a permanent M+E manager of the
programme staff. Data will be collected by the value chain leading companies assisted by the
value chain leaders and the M+E manager. The M+E manager processes the data and
elaborates consolidated M+E reports. All data will be filed in the "M+E Folder" thus proofing
the achievement of the indicators, expected programme results (milestones) and programme
objective.

Feed back

Finally the data collected and compiled will be used as a feed back by the national
programme staff and the programme coordinator for his bi-annual progress reports as well as
for feed back to the "Value Chain Coordination Groups" 3) and their members, the service
providers, public and private support institutions, the small farmers, manufacturers and
traders involved (step 6).

Moreover, the externally facilitated "Mid-term Review (MTR)" and the "Terminal Evaluation
(TE)" will use the internal M+E system and data collected.

1.3 Monitoring and Evaluation Matrix

Following the fields of intervention of the programme (system boundaries), the M+E matrix
gives overviews with a detailed Benchmark - Milestones - Indicators 4) structure for cross
cutting issues as for the four value chains.

Cross cutting issues are
ð· Programme objective
ð· Project management
ð· Policy dialogue, networking and capacity building
ð· Common value chain issues
ð· Monitoring and Evaluation system
ð· Funds.

Value chain specific intervention will be implemented in the following chains:
ð· Milk and milk products
ð· Edible oil and oil seeds
ð· Honey and beeswax
ð· Pineapple.

  
3) Coordination, communication and reporting structure see: SNV, Addis Ababa 2/2005:
 Planning document "Support to Business Organisations and the Access to Markets", page 53

4) compare to Heike Höffler, a.a.o., page 35.
ð· Benchmarks are baseline references such as milk collection and sales records at the

beginning of the programme intervention.
ð· Milestones are expected output at a given point of time (results).
ð· Indicators are measurable determinants in order to check the progress of achievement of

results and objectives in terms of output (performance or activity monitoring) or implications
(impact monitoring and evaluation). For indicators the sources of verification must be defined.
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Each of the overviews is classified in columns for:
ð· Indicators
ð· References and sources of verification
ð· Timeframe (when to collect the data)
ð· Responsible (who to collect the data)
ð· Actors involved.

The overviews are divided into indicators on objective level and on results level. An
additional space is reserved for the definition of additional baseline and value chain data
collection on the so-called "Economic Monitoring Points" and on employment.

Economic Monitoring Points

For every chain there have been defined the so-called "Economic Monitoring Points" (see
diagrams in the M+E matrix hereafter). These Economic Monitoring Points evaluate
periodical sales and costs at different levels.:

1. Farm production costs
2. Farm gate prices
3. Factory gate prices
4. Market retail prices

Most of the value chain specific data can be obtained by the databases of the partner
companies (i.e. collection and sales records; laboratory results) and key informant interviews
(i.e. interviews with out growers on yield of seeds, small milk farmers on milk supply capacity,
livelihood and income and bee-keepers on honey and beeswax collection). Most of the data
are to be compiled in a gender-disaggregated manner.5) Group discussions on business
association and network level can be done by the so-called "SWOT-analysis" of Strengths-
Weaknesses-Opportunities-Threats (introduction to the SWOT analysis see annex).

Evidence of data and interviews can be checked by "triangulation", i.e. cross checking
interviews of milk farmers, milk processing companies and respective business associations.

2. M+E implementation

2.1 Introduction of an M+E hardcopy file and an electronic directory

After designing the M+E system and elaborating an M+E matrix and time frame the
necessary data collection has already been translated into Excel sheet overviews and
graphics. Thus, a complete system of

Indicators - Sources of verification - Time frame - Statistical overview and graphics

is ready for use and has been arranged into a hardcopy of M+E file. The M+E file is like a
"One-Stop-Shop" for M+E. All necessary proofs and documents are put together. The file
comprises separators for the cross cutting and value chain specific issues, classified by
objective, results and indicators. Behind each of the indicator separators the proofs of the
achievement of the indicators as well as additional data have to be filed.

  

5) compare SNV planning document, a.a.o., page 54 on gender specific issues.
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The electronic M+E files are arranged into an M+E directory with the following structure:

ð· Monitoring and Evaluation
§ M+E report.doc (including M+E planning matrix and time frame)

o 1-Documents (basic programme documents)
o 2-Reports (compiled M+E reports)
o 3-Excel sheets

§ 1-milk.xls
§ 2-oil.xls
§ 3-honey.xls
§ 4-pineapple.xls
§ 5-economic-monitoring-points.xls
§ 6-employment-records.xls
§ 7-funds.xls

2.2 Training of a permanent M+E manager

The M+E consultant has assisted the Programme Coordinator has in the selection of a
permanent M+E manager. After selection the M+E staff first has been introduced into the
programme concept, value chain approach, fields of intervention and programme structure.

On the basis of the elaborated M+E planning matrix, the M+E manager has been introduced
into the result oriented M+E approach of objective - results - indicators - activities.

The necessary data collection needs to be compiled by Excel sheets, statistical overviews
and graphics. The M+E manager has been introduced to the different elaborated Excel
sheets and on how to transform data to graphic presentations. He will be able to create new
Excel sheets, statistical overviews and graphics, if necessary. The time frame gives him
guidance for follow-up of the daily and monthly task schedule in order to serve the
programme reporting system with the compiled data.

During the training, the new permanent M+E manager has shown a good performance and
quick understanding of tasks. He will be able to ensure the necessary assignment.

3. Recommendations

1. The M+E manager is full responsible to get the necessary data. He will be involved in
the data collection together with the leading companies and the value chain leaders.

2. The permanent M+E expert has to supervise the M+E time frame. If tasks have not
been carried out in time, he must inform the Programme Coordinator.

3. The M+E expert shows good performance and should be hired for a permanent post.
He can use his probation period to complete his knowledge in the next three months
in the following areas:

a. Excel management
b. Powerpoint presentation
c. Frontpage for webpage design.
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SNV - Netherlands Development Organisation

Support to Business Organizations and their Access to Markets (BOAM)
Programme Management Unit (PMU) - Private Sector Component

Monitoring and Evaluation Matrix

This M+E matrix gives an overview on how to collect data for the objective and result indicators.
If not specified for the period, indicators are valuable for the period of the pilot phase (8/2005-12/2006).

Cross cutting issues
ð· Programme objective
ð· Project management unit
ð· Policy dialogue, networking and capacity building
ð· Common value chain issues
ð· Monitoring and Evaluation (M+E)

Funds
ð· Leverage Fund (LF)
ð· Research and Study Fund (RSF)
ð· Financial Intermediation Fund (FIF)

Value chains specifics
M+E overviews and diagrams on Economic Monitoring Points for each of the following value chains

1. Milk and milk products
2. Edible oil and oil seeds
3. Honey and Beeswax
4. Pineapple

Time Frame
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Programme Objective: Significantly contributed to more efficient and effective agricultural value chains by supporting private sector actors.

Indicator Reference +
Source of verification

Timeframe Responsible Actors involved

Indicator P1: Production capacity, quality and
sales in 4 selected value chains are improved

see data collection for:
ð· Milk: Objective-Indicator 1

(sales), result1-indicators1+2
(collection capacity)

ð· Oil seeds: Objective-indicators
1+2 (quality and extraction
capacity), result1+2 indicators
(productivity and extraction
capacity)

ð· Honey/Wax: Objective-indicators
1+2, result3-indicator 1 (sales)

ð· Pineapple: Objective-indicators
1+2 (plantation capacity of new
varieties)

see timeframe for data collection
in the following value chain
overviews

Value chain leaders
and value chain
coordination groups
assisted the M+E
manager

ð· Addis, Jimma Universities
ð· Agricultural colleges

Jimma, Ambo, Addis
ð· Quality and Standards

Authority
ð· PIC
ð· Oil seed exporters

association
ð· Planting material

importers
ð· Oromia cooperative bank
ð· Awash bank, MFIs
ð· Local certifying agents
ð· Chambers of Commerce
ð· MOA, MTI

Indicator P2: Employment increased by 10% in
selected value chains in the programme period

Employment records of leading
companies, farmers and distributors
in the respective value chains

At start of collaboration and at
the end of the pilot phase

Indicator P3: Four chain-specific networks meet
regularly

ð· Minutes of the networks
meetings

ð· SWOT analysis

Meeting minutes Programme
Coordinator

Indicator P4: A national policy dialogue forum
regularly discusses business environment

ð· Minutes of the forum meetings
ð· SWOT analysis

Meeting minutes Programme
Coordinator
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Project Management:

Indicator Reference +
Source of verification

Timeframe Responsible Actors involved

Programme Advisory Committee (PAC) has
been installed and meets regularly

ð· Minutes of meetings
ð· List of participants

Twice per year Programme
Coordinator

BoFED, RNE, SNV

Programme related issues have been identified
and discussed in PAC

List of issues discussed and minutes
of meetings

Twice per year Programme
Coordinator

Programme reports and impact assessment
have been discussed in PAC

Minutes of meetings Twice per year starting in the
second half-year

Programme
Coordinator

Policy dialogue, networking and capacity building:

Indicator Reference +
Source of verification

Timeframe Responsible Actors involved

Policy platforms
ð· on regional and
ð· federal level

have quarterly meetings

ð· List of networks and participants
ð· Minutes of meetings

ð· 5 months after start of the
pilot phase

ð· 5 months after start of the
pilot phase, then quarterly

ð· Programme
Coordinator

ð· Regional
Coordinators

ð· Agricultural bureaus
ð· BoFED
ð· Chambers
ð· Trade and Industry

Presentation brochures of networks published Brochures ð· After second meeting of
network

BDS provider

Monthly e-mail newsletter on networking, policy
issues and value chains published

Newsletter 3 months after start of pilot
phase, then monthly

Programme
Coordinator,
BDS provider

Webpage expert and all value
chain actors for permanent
information and news

Webpage with business and network information
published and updated

Webpage 2 months after start of pilot
phase, then ongoing update

Programme
Coordinator with
expert

Webpage expert and all value
chain actors for permanent
information and news

Public Private Partnerships (PPP) have been
identified

ð· List of existing PPP
ð· Agreement for collaboration
ð· Minutes of meetings

ð· 2 months after start of pilot
ð· 5 months after start, then

quarterly

New PPP have been identified and created ð· List of new PPP identified
ð· Minutes of PPP meetings and

results

ð· 2 months after start of pilot
ð· 5 months after start of pilot

phase, then quarterly

Participation on monthly TV/radio emissions of
Chambers on policy issues is initiated

Records of TV/radio 5 months after start Programme
Coordinator

Chamber of Commerce
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Common value chain issues:

Indicator Reference +
Source of verification

Timeframe Responsible Actors involved

Value chain Coordination Groups (CG) have
been established and meet regularly

Minutes of meetings 2 months after start of pilot
phase, then quarterly

ð· Programme
Coordinator

ð· Chain leaders and
BDS provider

Chain leaders are identified List of chain leaders (name, address,
qualification, function)

2 months after start of pilot
phase

Programme
Coordinator

Monitoring and Evaluation (M+E):

Indicator Reference +
Source of verification

Timeframe Responsible Actors involved

M+E system installed for value chains and cross
cutting issues

Report with M+E overview matrix for
achievement of indicators, data
collection and time frame

6/2005 M+E international
short term expert

Progress reviews of Program Coordinator are
regularly

Reports bi-annual National Program
Coordinator
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Funds:

Indicator (what?) or

Data collection
Reference +

Source of verification
Timeframe Responsible Actors involved

Manual has been published until 2 months after
start of the pilot phase

Manual published 2 months after start of pilot
phase

Program Coordinator International Fund Expert

Leverage Fund (LF):

Detailed records of leverage fund (LF) are
established and monthly updated

Updated Excel sheet with
disbursements (No, Date,
Beneficiary by gender, Region,
Purpose, Value chain number,
Amount, Remaining fund)

monthly Fund administrator
provides Excel sheet
to M+E manager and
project coordinator

Research and Study Fund (RSF):

Detailed records of research and study fund
(RSF) are established and monthly updated

Updated Excel sheet with
disbursements (No, Date,
Beneficiary by gender, Region,
Purpose, Value chain number,
Amount, Remaining fund)

monthly Fund administrator
provides Excel sheet
to M+E manager and
project coordinator

Financial Intermediation Fund (FIF):

Detailed records for financial intermediation fund
(FIF) are established and monthly updated

Bank provides updated Excel sheet
with list of disbursements (No, Date,
Beneficiary by gender, Region,
Purpose, Value chain number,
Amount, Remaining fund)

monthly Bank provides records
to M+E manager and
Program Coordinator

Funds:

Consolidated overview of all funds regularly
updated

Data from funds above monthly overview M+E manager Bank for FIF
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The following figures are presented as examples to show the functioning of the Excel formulas and give examples of graphics.

Support to Business Organisations and their Access to Markets (BOAM)

Leverage Fund (LF)

No. Date Beneficiary Purpose VC no. Amount Remaining Fund
Name Male Female Partners Total (Euro) (Euro)

0 INITIAL FUND 0 2.000.000,00
1 1 1 Training 1 5.000,00 1.995.000,00
2 1 1 Marketing 1 1.995.000,00
3 1 1 Equipment 1 1.995.000,00
4 1 1 Equipment 2 1.995.000,00
5 1 1 Product Development 1 1.995.000,00
6 1 1 Marketing 3 1.995.000,00

7 1 1
Warehouse
management 2 1.995.000,00

8 1 1 1.995.000,00
9 1 1 1.995.000,00

10 1 1 1.995.000,00
11 0 1.995.000,00
12 0 1.995.000,00
13 0 1.995.000,00
14 0 1.995.000,00
15 0 1.995.000,00
16 0 1.995.000,00
17 0 1.995.000,00
18 0 1.995.000,00
19 0 1.995.000,00
20 0 1.995.000,00

Total 2 6 2 10 5.000,00 1.995.000,00
% 20% 60% 20% 100%

Note: Gender and purpose columns can be filtered and published in graphics
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The following figures are presented as examples to show the functioning of the Excel formulas and give examples of graphics.

Support to Business Organisations and their Access to Markets (BOAM)

Research and Study Fund

No. Date Beneficiary Research Purpose Amount Remaining Fund
(Euro) (Euro)

0 INITIAL FUND 250.000,00
1 Marketing 5.000,00 245.000,00
2 Equipment 245.000,00
3 Equipment 245.000,00
4 Product development 245.000,00
5 Marketing 245.000,00
6 Business management 245.000,00
7 Financing 245.000,00
8 Capacity building 245.000,00
9 245.000,00

10 245.000,00
11 245.000,00
12 245.000,00
13 245.000,00
14 245.000,00
15 245.000,00
16 245.000,00
17 245.000,00
18 245.000,00
19 245.000,00
20 245.000,00
21 245.000,00
22 245.000,00
23 245.000,00
24 245.000,00
25 245.000,00

Total 5.000,00 245.000,00

Note: Purpose can be filtered and published in graphics
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The following figures are presented as examples to show the functioning of the Excel formulas and give examples of graphics.

Support to Business Organisations and their Access to Markets (BOAM)

Financial Intermediation Fund (FIF)

No. Date Beneficiary Type of techno- Amount Remaining Fund
Organisation/Firm Address Business Activity VC n° logy financed (Euro) (Euro)

0 INITIAL FUND 1.085.000,00
1 1 Laboratory 5.000,00 1.080.000,00
2 3 Transport facility 10.000,00 1.070.000,00

3 3
Packaging
technology 15.000,00 1.055.000,00

4 1.055.000,00
5 1.055.000,00
6 1.055.000,00
7 1.055.000,00
8 1.055.000,00
9 1.055.000,00

10 1.055.000,00
11 1.055.000,00
12 1.055.000,00
13 1.055.000,00
14 1.055.000,00
15 1.055.000,00
16 1.055.000,00
17 1.055.000,00
18 1.055.000,00
19 1.055.000,00
20 1.055.000,00

Total 30.000,00 1.055.000,00

Note: Business activity, Value Chain and Technology can be filtered and published by graphics
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Leverage Fund:

Gender Beneficiaries % Amount %
Male 23 33% 67.000 34%
Female 38 55% 123.680 63%
Partner 8 12% 4.590 2%
Total 69 100% 195.270 100%

Gender Repartition of Beneficiaries

38 Female, 55%

23 Male, 33%

 8 Partners,

12%

Purpose Beneficiaries % Amount %
Marketing 4 6% 67.000 8%
Equipment 8 12% 123.680 14%
Product
Development 3 4% 4.590 1%
Export 12 17% 110.000 13%
Management 38 55% 500.980 58%
Quality 4 6% 65.000 7%
Total 69 100% 871.250 100%

Purpose of Finance

4 (6%)

8 (12)%

38 (55%)

4 (6%)

12 (17%)

3 (4%)

0 10 20 30 40

Marketing

Equipment

Product Development

Export

Management

Quality

Value Chain Beneficiaries % Amount
1. Milk 8 12% 67.900
2. Oil seeds 16 23% 56.780
3. Honey 13 19%
4. Pineapple 32 46%
Total 69 100% 124.680

The figures are only examples to show the functioning of the
Excel formulas and give examples of graphics

Repartition of Value Chain for Financing

8 (12%)

32
(46%)

16 (23%)
13 (19%)

0
5

10
15
20
25
30
35

1. Milk 2. Oil seeds 3. Honey 4. Pineapple
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