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Have you
ever observed
a chameleon?

It seems to balance effortlessly even on a thin stick. The tail is rolled around the stick 
and the feet clip around it tightly. The body moves very slowly forward and backwards 
again and again before it takes a well decided next step. With its eyes it restlessly ob-
serves everything around it - carefully even without turning its head. It blends into 
the setting perfectly camouflaged but it can also attract us with a beautiful display of 
colors. And without warning this almost stiff body easily catches a fly mid-flight with 
its long and sticky tongue! What an amazing creature.  

The chameleon displays several characteristics which we should consider when we 
want to facilitate change. We must be grounded, and well connected with our environ-
ment. We must know our constituencies and their needs. Know our allies, supporters 
and enemies. We should have great sector expertise and understand why people in 
the system behave the way they do or don’t do what we believe they should. We must 
be attractive and innovative to get their attention, build their potential and capacity. 
But we also must blend in. Integrate ourselves into the bigger picture like the camou-
flaged chameleon as facilitators. Be the catalyst. Enable and empower others to drive 
the change. We need to carefully observe and analyze the situation; take a stepwise 
strategy so that we choose the right direction. Cautiously select the interventions that 
are most likely to induce change. And do things slow, give time to others. Be patient. 
Social change doesn’t happen immediately. It cannot be accelerated. It can’t be forced. 
It doesn’t help if we try to do it for others.  But when it happens we want to prove it. 
Knowing what works and what does not is important for us. But we are also account-
able to our supporters and to our constituency. And with evidence we can convince 
those who oppose us. That is why we must be alert, see the signs of change and catch 
them just like the chameleon catches the fly.
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Dear reader, 

This toolbox is especially designed for the wonderful and compassionate people who engage in Georgian civil 
society development.

Development aid aims at changing the situation of the poor. It is about poverty alleviation and always about 
people. 

Always about real people.

People who suffer, who are needy, excluded, oppressed and deprived. People who are poor. 

Poverty is a simple word but we express so much with it. Poverty is absence of essential physical and eco-
nomic safety. Poverty deprives of freedom and self-determination. Poverty is distinguished by a life under 
constant pressing challenges and conflicts. Poverty is continuous stress, tiredness and feeling shame, fear and 
unworthiness. Poverty makes opportunities, hopes and desires inaccessible. Poverty is a life beyond dignity. 

Our hearts ache but we all know that alleviating poverty - to bring about change – is a massive challenge. It 
is an extremely sensitive, difficult and slow endeavor. Highly complex with many different actors involved. 

Being a practitioner you have your specific professional sector knowledge and expertise. Besides this you also 
have to master a broad set of technical and soft skills and knowhow, dealing with people and juggling daily 
project management. At this point of time, literature in regard to project management is very limited in the 
Georgian language. This is why we developed this toolbox for you.

The paper you hold in your hands shall offer you directions and support. It starts with some thoughts to ap-
proaches and concepts in current development aid. The core describes a broad set of methods and tools for 
project management and provides content templates for all key project documents. Finally it concludes with 
an instruction to a systemic change board game and a guideline to prepare good workshops. 

It’s a document from practitioners for practitioners. If you look at tools used in planning, implementation, 
monitoring and evaluation of a project you will find that they actually overlap. The reason for this is that 
the process of issue identification, analysis, design, planning and action repeats itself again and again dur-
ing the life of a project. The tools described in chapter II-VI are sorted according to this process. Use them 
like an artisan. Choose the ones which fit best. Adapt and combine according to your needs. Be creative and 
innovative. 

Introduction
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Chapter I
General concepts
in development aid
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      Dimensions of change

Talking about development we immediately imply a positive connotation. Development is about generating pro-
gress. But progress is impossible without change to a more desired situation. Let us first take a closer look at the 
term „change“ and explore its different sides and characteristics. This is not very easy and that is why we first study 
the trivial sample of an apple and how it is ripening. 

Progress is impossible without change, and those who cannot change their minds cannot change anything.       

George Bernard Shaw

In fall the nights become cooler, and the apple starts to get ripe for harvest. On the 
outside it gets more and more colorful. Do you want to take a bite? Probably not. The 
apple is still sour and hard and rather dry and it doesn’t have a scent.

But soon it is bright and colorful, juicy but crisp and sweet and the apple tickles our 
nose with its pleasant apple fragrance. The change is evident. Our senses have observed 
it and for us who like apples considered positive.

With time the apple starts to get very shiny. This is because a protective sticky wax 
develops and covers the whole apple. The wax is a natural effect which increases the 
lifespan of the apple but does not feel that nice to hold and eat. We also know that the 
texture of the apple inside becomes somehow mushy.

Unfortunately external conditions like the weather can be very harmful to the apple. 
Here we see hail damages on the surface. This change is externally induced and the ap-
ple cannot protect itself against it.

The damage can create a wound and insects find it easier to access the system of the 
apple. Once harmed, this change continues inside. Micro-organisms enter and start to 
decompose the apples’ flesh.

We like to cut apples in pieces to serve and eat it. The way we cut the apple brings about 
different perspectives.
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Brown apple seeds are also a sign that the apple is really ripe. This is an indicator of 
positive change within the structure of the apple.

Sometimes we bite into a beautiful apple. But oh! Surprise, it hosts a visitor which was 
not visible immediately. The fungi changed the apple from the inside.

In the beginning the apple surface was even and smooth. With time it gets more and 
more wrinkly and stained. Inside it becomes very spongy and the taste is fading.

The apples’ surface gets weaker and more and more fungi and bacteria accelerate the 
rotting process.1

But how do birds desire the apple to change? Maybe they hope for many tasty worms 
and caterpillars?
Some have a different agenda than we do. That is why it is all a question of who we are, 
where we come from and what we envision.

Change is not linear. It is neither straight forward nor simple. Far from it! Change is of-
ten very complicated to grasp. Many things happen at the same time. Change has many 
dimensions.  Many different characteristics. And everybody can value it differently.

Let us summarize these pictures. Change can be positive or negative; visible or hidden; evident or vague; intended 
or unintended; direct or indirect; internal or external; induced or self-driven; imposed or systemic; inclusive or 
exclusive; sudden or slow. People individually change their attitude, behavior and actions. Their relationships with 
others change. Approaches change and new goals evolve. Structures and processes like planning, steering, commu-
nication and collaboration improve or deteriorate. Institutions change in resource allocation and capacities; hier-
archies and roles transform. Collective thinking patterns change and convert traditional values and culture. Levels 
of quality and quantity change. Power and influence shift, rule and service alter and people gain or lose access, 
influence and wealth which determine their standard of life. Change is induced by and affects politics, society, eco-
nomics and our ecological environment. Change causes change. Change can happen temporarily or be sustained 
and sometimes we simply hope that things do not get worse but just stay the way they are.

1 Photo: Mnof
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  Systems, system actors  
     and our help

The overarching goal of most CSOs is to improve the 
problematic life situation of their constituency. Usually 
they are the ‘poor’. If you are working for a CSO, your 
motivation may be twofold: your salary and the fact 
that you are a philanthropist. Unfortunately, our own 
personality, experience and topic expertise, empathy 
and drive to challenge a specific problem can make us 
lose sight of the bigger picture. We want to drive social 
change, but simply stepping into this role can impact the 
system in a way we may neither anticipate nor endorse. 

The system you and I are living and working in is like 
a web of personal and social duties, believes, values, 
constraints, dependencies, opportunities, threats, 
challenges, expectations, hopes, supportive relation-
ships and more. The system is not static. It is living and 
constantly changes. In daily life we are quite uncon-
scious of this web that surrounds us and it is usually 
invisible to others as well. So being a philanthropist, 
how do I know what others need? Do I have the man-
date to get involved and intervene? My own ideas of 
help and solutions are always biased and may be based 
on wrong assumptions. Our well-intended actions can 
cause harm which we never imagined! An advocate 
carries the responsibility for his own actions. We can’t 
get involved without respecting the capacity, needs 
and visions of our constituencies. Exchange activism 
with facilitation. Enable, don’t interfere. Seek to under-
stand the system and its actors before you embark on a 
new intervention strategy.

What is the difference between the washing machine 
and the cat? Nassim Nicholas Taleb, a philosopher and 
finance risk expert makes this comparison in regard 
to economic systems in his book Antifragile (Taleb 

2012). He criticizes that planners and analysts in gen-
eral make models and forecasts for a system like the 
economy as if it was a washing machine which needs 
regular maintenance and can be fixed if broken. Ma-
chines react in a linear way – we can analyze, plan and 
forecast their behavior. A cat however can react un-
foreseeably different to what we expect or assume. It 
can catch a mouse if it wants to do so and may heal 
from an injury by itself. Economic but also political, 
social or environmental systems are like this cat. They 
are natural, living, complex and multi-dimensional 
systems. An intervention which tries to fix a problem 
is prone to fail and can even result in severe negative 
developments. This is why system development re-
quires a systemic change approach as opposed to di-
rect changes to the system.

In the annex you can find the instructions for a board 
game which you can play with your team or use in a 
workshop. It is about the dairy sector and how its value 
chain is influenced by different system factors and ac-
tors. Imagine you are involved in a dairy development 
project. You believe in local self-marketing and try 
your best to develop a farmer cooperative. You spend a 
lot of time identifying markets and negotiate with big-
ger buyers. You give a grant to the coop to buy a truck 
and assist in the logistics to collect and transport the 
milk. A very standard project, isn’t it? But how about 
the middlemen? Why are you leaving them out? What 
role did they have before the coop took over? Which 
risks were they carrying? Or were they really just bad 
people? How do they live now? If one group loses in 
income, influence or life quality because another one 
is preferentially supported – a problem is not solved 
but displaced. Although unintended, many projects 
distort a market or any other system and create nega-
tive outcomes. 

Not you?
Does your CSO provide training? Capacity building 
and sub grants belong to the most frequent types of 
interventions. They are important, no question. But, 
every project that provides free trainings or grants 
withdraws this service from the market system. Local 
entrepreneurs, consultants or institutions can’t com-
pete and they are also freed from taking responsibility.

Creating unintended negative effects through our own 
interventions is a risk which we should not ignore. 
We can create dependencies and apart from displace-
ment and distortion also leakage and deadweight can 
occur. Leakage appears when the benefit of a project 
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is absorbed by others than the targeted beneficiar-
ies. For example the dairy truck above could be used 
for political campaigning, private economic affairs or 
for transporting other stuff or people instead of milk. 
Deadweight refers to the situation when a change 
would have happened anyway. All our commitment, 
hard work and funds would have been in vain. Last but 
not least, incentives but also indicators and how their 
targets are set can trigger pervert behavior among sys-
tem actors. A very prominent example is the reduction 
of domestic violence through improved awareness of 
rights and better police service. The number of cases 
dealt with by the police can become a very tricky in-
dicator. A proud policeman wouldn’t want to report 
an increase of cases if the reduction is the goal. Yet, it 
could happen that more people inform the police be-
cause they gain confidence that it will actually benefit 
their difficult family-situation. 
On the other hand a project can also create clearly 
positive effects that were not deliberately intended.  
Convincing approaches can be copied; other actors get 
interested and crowd-in and eventually contribute or 
leverage further funds. Such positive ambitions can be 
built into our project design from the beginning! 

But how can we better understand the complexity of a 
problem and its context that allows us to design and 
implement projects that indeed contribute to positive 
systemic change? The systemic market development ap-
proach propagated by the UK based Springfield Center 
by the label ‘making markets work for the poor’ M4P (OP 
Guide 2008) suggests asking two fundamental questions:

Two very simple questions, aren’t they? Yet, they are 
very powerful because they enable us to find valuable 
entry points to analyze observed constraints in a system. 

The very first step is to know and distinguish the 
system actors. In general we call them stakeholders. 
Stakeholders are the ones who have an interest in the 
goal of the project. The very simplified illustration in 
Figure 1 depicts the society as a big egg. The CSO and 
its project are within the system but have either direct 
or indirect influence in regard to the other actors.

 When the project has the desired 
impact the lives of the beneficiaries improve. In 
general they are considered ‘the poor’. They are 

able to hang in, step up or step out of poverty or whatever 
dire situation they are in. Usually this group is very big 
and is not directly participating in project activities.

 They are in the center point of 
the actual project objective. These actors shall 
grow, and gain in influence and access as pro-

ject outcomes. The project aims to influence them ei-
ther directly or through project partners.

 They are very often just ad-
dressed as ‘stakeholders’. More precisely they are 
the ones who play a role in formal and informal 
ruling or provide any kind of support or service. 

Some are very open to the project or are strategic partners. 
The outcome mapping community2  calls them „boundary 
partners“ because the project engages closely with them. 
In this chart these direct partners are indicated as the smi-
ley icon. Other stakeholder may be supporters and allies, 
impartial or even opponents of the project. With some the 
project works directly and others can only be influenced 
indirectly. M4P suggests that the actors who are part of the 
ruling or support function should be the key focus of pro-
ject activities when facilitating systemic change (see also 
M4P Lens in Chapter III).

2 www.outcomemapping.ca

Figure 1. When using a systemic approach a CSO seeks to 
support beneficiaries indirectly by building awareness and 
capacity of influential stakeholders
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A quick example
Imagine a local inclusion and accessibility project 
for handicapped children. They are the beneficiaries. 
The target group may be parents, teachers and social 
workers. A project can issue direct grants to purchase 
wheelchairs, build ramps in selected schools and pro-
vide local training in inclusive education. Without 
continuous project support wheelchairs brake, no 
other ramps are built and staff turnover among teach-
ers and social workers results in capacity lost for good. 
Instead, the project could, together with stakehold-
ers, elaborate the two key questions above: Why are 
schools built without accessibility for handicapped 
children? Why does the school system exclude them 
from education? Activities targeting representatives in 
the higher level educational and health system of the 
government, networking and joining forces with oth-
er local and national organizations of the sector and 
seeking the media or private enterprises for support 
would probably bring about more sustainable change 
on a bigger scale even if the initiative comes from a 
small local CSO.

To illustrate the systemic change process the M4P ap-
proach (OP Guide 2008) uses the following, slightly 
adapted strategic framework. 

Figure 3. In systemic projects the different actors are often found to be in line with the levels of change in the strategic framework, 
the result chain and the log frame

Figure 2. Strategic framework for systemic interventions
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Figure 4. The certainty of influence of a project changes greatly from activity level to output, outcome and impact level
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A systemic intervention or activity is facilitative and 
catalytic. It focuses on activities with and for the actors 
who have either a ruling or supporting role towards 
the target group. Systemic interventions comprise 
participatory system analysis with identification of 
systemic constraints and opportunities, distribution 
of information, linking of actors, supporting their 
communication and collaboration and strengthening 
their awareness, interest and capacity. This stimulates 
change within the system so that the rule and support-
ive functions enable and accelerate the development 
of the target group. As a result the people of the tar-
get group gain in influence, access and growth so that 
the living conditions of the beneficiaries, the poor, can 
be improved and poverty is reduced. This is a simple 
theory of change and as you can see in Figure 3 and 4 it 
directly corresponds with the levels of change used in 
the Result Chain and the Logical Framework but also 
with the concept of actors described above.
 
Each level is characterized by different actors and risks. 
Also, the project’s influence on successfully implement-
ing and achieving objectives and goals decreases with 
each higher level of change.  This is true because each 
higher level comprises a higher number and diversity 
of actors, the system becomes more complex and many 
other known and unknown factors affect decision mak-
ing and wellbeing of our constituency. At this level of 
impact it is very difficult if not impossible to measure 
and confirm that a project indeed contributed to change. 
The development community calls this the attribution 
gap between outcome and impact level. It is marked as a 
black dotted area in Figure 4. Even if change is evident, 
a project has to reflect on attributions and acknowledge 
that its own contribution may be limited.

The small arrows in Figure 4 indicate possible changes. 
These are mainly changes in attitude, behavior, and ac-
tion among the stakeholders, target group and benefi-
ciaries. Especially within outputs you will find many 
intermediate steps of changes. They are indicated as 
dotted light arrows. Some organizations even divide 
the output level into an output and a use of output lev-
el. Just keep in mind that participation in a workshop 
may or may not result in successful application of what 
was taught. The chart indicates key changes as darker 
arrows.  A key change is what happens and leads from 
activity to output, output to outcome, outcome to im-
pact. On the right side of the chart some guiding ques-
tions are given. They help to find the right quantitative 
and qualitative indicators for change which we discuss 
further in Indicators of change.

  Participation

Development is a messy, dynamic and non-linear process. 
It takes place in a living, constantly changing and unfortu-
nately rather non-transparent system. Social change which 
is driven by external experts with a top down and linear ap-
proach cannot satisfy the requirements of such complexity. 
The local reality matters. Development needs to be done 
with and by the people concerned. Not for them. This is 
paramount and is only possible through participation. 

Participation enables ordinary people to play an active 
and influential part in decision-making that affects their 
own lives. It includes the local perspective, knowledge 
and expertise in analysis, planning, implementation, 
monitoring and evaluation. Participatory methods are in 
practice since several decades (IDS 2014). Today we can 
find a huge diversity of methods and tools which are also 
highly versatile. They can be used at all stages of a project 
or program associated with development aid. But they are 
also useful in political processes, as tools for strengthen-
ing citizen engagement, claiming rights and holding the 
powerful to account. From community-level to high na-
tional policy processes participatory methodologies and 
tools have proven to be highly effective. There are many 
reasons for this but let us just focus on three. 

First of all, we as adults do not learn anymore like 
children. We do not easily accept another person’s 
opinion or even teaching. We put things into context, 
comparing it to our own experiences. Only if it makes 
sense to us, will we truly consider it and take up a new 
thought, advice or fact. Participatory methods build 
on this adult learning concept. 

Secondly, participation can make the invisible visible 
without exposing and endangering individuals. Those 
who usually have the least say, are heard. With good fa-
cilitation local people can create accurate models, maps 
and assessments. They can generate powerful statistics 
(Holland, Chambers et. al 2013) which give insights to 
hidden and sensitive subjects. Complex concepts can 
be developed in a group and captured and visualized 
with one single chart. The path from analysis to find-
ings and decision making becomes transparent. That is 
constructive and convincing.

Thirdly, under poverty, people have a different approach 
to decision making. They are restrained by a pricy free-
dom of action. The story of the widow giving her dona-
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tion expresses this very well: “For they all gave out of 
their abundance or their surplus; but she has contrib-
uted out of her lack and her want, putting in all that she 
had on which to live” (Luke 21:4).  Although it is well 
known that the poor are more charitable than the rich, 
this citation also points out another fact. Whatever is 
contributed out of poverty, may it be financial, in goods 
or in time, it is taken from a ‘lack’, which is a budget defi-
cit in itself. Choices for the poor are only between loss-
es. Spending money on one good is the loss of another 
good that can’t be purchased instead. Any cost becomes 
a loss (Kahneman, 2011). The rational from a poor per-
son’s perspective in decision making and risk taking can 
therefore be completely different from what we would 
expect. To figure out what works and what not towards 
poverty alleviation, we need to embrace this perspec-
tive. This is possible through participatory methods.

And, participants love it!
To investigate and understand your own situation 
and elaborate solutions is absorbing, rewarding and 
fun (Eldrige 2013). This is important because partici-
pants are not paid to be engaged in our projects. In 
contrary, they can’t continue their own work, have to 
carve out the time, contribute with transportation and 
other costs and often have to take the courage to ex-
pose themselves as an advocate for change in their own 
social environment.
Participatory tools create ownership in new structures 
and processes. Own local visions are developed, solu-
tions found and actions taken. This is a key factor to 
sustainable development.
Participatory methods create transparency and ac-
countability. They are inclusive and because they pro-
duce visual outputs the results can be shared easily. 
Participatory methods help to surface local knowl-
edge, resources and capacities. They empower those 
who participate.

Participation exploited
Most participatory tools provide the means to extract 
data and hidden information. They can create expecta-
tions among participants which you cannot fulfill and 
they can also provide great opportunities for manipu-
lation. As a facilitator you need to be aware of this fact. 
Respect and integrity are in your responsibility. Partic-
ipatory tools are instruments to facilitate the process 
of communication and collaboration among groups of 

stakeholders with joint analysis, solution finding and 
decision taking. This process in itself is our focus and 
should remain just as important as the tangible results 
that can be achieved with these tools. 

Although not ideal, it is the reality that most CSOs 
design a project following a specific request for appli-
cations (RFA) from a donor. These calls for propos-
als usually contain very clear instructions, dictate the 
overall goal and come with a very tight timeframe for 
submission. At the same time development aid aims 
for impact and sustainability through need based and 
participatory interventions. This is often even a key re-
quest of donors and contradicts with their stiff RFA 
approach. As practitioners we find ourselves caught 
in-between. Our CSOs depend on external financial 
support but to work successfully we also greatly need 
the mandate of our constituency and local support 
from stakeholders. This we can only secure through 
encouraging ownership from the beginning.

The way out of the dilemma
If deadlines are too tight to use genuine but time costly 
participatory methods during the project design, you 
always have the option to shift participatory design of 
interventions and performance indicators into the first 
phase of the project. Include them as actual project ac-
tivities. This is a very simple and fair solution. There is 
no excuse to compromise participation! 

Many participatory tools enable us to identify people’s 
needs. But do people really know and tell us what they 
need?

According to Bradshaw’s classification we should 
consider that different types of needs exist (PMDpro 
2011): 

Felt needs  I wish to have. It’s my vision or dream to 
have it and I feel deprived or suffer because I do not 
have it. 

 I need this because it will solve my 
problem. 
Sometimes it may happen that people express a need 
which is based on a distorted or even wrong interpre-
tation of the situation. An example: People claim the 
need for more doctors but actually they suffer of long 
waiting in hospitals which could be solved through 
better management. 
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 Experts recommend it. I need it 
because they say so.  
Simply because things are ‘the norm’ it doesn’t mean 
that they are indeed true or apply to our situation.

 My neighbor has it and it seems 
to be great. I also think I need it. 
We love to compare. We search for solutions by com-
parison of similar preconditions and situations. This 
can be a successful way to serve our actual needs but it 
can also lead to a complete mismatch and failure. 

The nine statements below are examples of these four 
types of needs. Identify which type of need best de-
scribes the statement. The solution is in the foot note.3 

1. Fetching water is very hard for my family –
    the spring is far away and water is heavy.
    We need a well close to the house. 

2. People mustn’t drink raw milk. We need
    to educate them. 

3. I need a fishpond. My relative has one and
    he became rich. 

4. I have no money but I need medicine for my
    sick child.

5. Our children do not learn well at school.
    They need more books. 

6. These children are underweight. They need
    better food. 

7. The children cannot study enough. We need
    electricity. 

8. The cooperative in the other village is very
    good – we also need to start one. 

9. These public buildings are not accessible for
    handicapped people. There must be ramps
    and elevators. We need to build them. 

Each of these four types of needs is the essence of a 
problem - solution awareness from a specific perspec-
tive.

When conducting needs assessment while designing 
a project or when conducting M&E to assess changes 
of needs, it is important that we consider the differ-
ent perspectives and apply a mixed method approach. 
This is also called triangulation. Study secondary data, 
find out how others approached similar challenges, 
consult experts’ sector knowledge and build on local 
information, experience and knowhow directly from 
beneficiaries and stakeholders. Bring the experts, pol-
icy makers and local stakeholders together to discuss, 
analyze, interpret, verify findings, draw conclusions 
and make decisions. And don’t forget: 

Participation should never end as a one way road. It is 
not a simple solution to extract information. It is your 
responsibility to always give feedback and make sure 
that the data you gain also remains available to those 
who provided it.

  The PME body

Imagine you are a manager of a small fruit packing 
factory. You’re the master over a factory hall with ma-
chines, workers, cooling facilities, packing and brand-
ing material, a small truck to collect and deliver and 
you have all necessary contacts to local farmers and 
vendors. It seems logical that you must plan ahead. 
How many workers do you need each day? How much 
fruit do you have to buy and process every day? How 
and for how long do you store the product? How and 
when do you transport it to your vendors? And of 
course, you calculate your prices.

You constantly check on your workers so that they 
handle the fruits with care and keep the production 
at optimal speed. Resources must be spent responsibly 
and the product must be of best quality to be sellable 
and compete on the market. As factory managers you 
must control the whole process – otherwise you will 
end up with poor quality products, delayed deliveries 
or find yourself unable to pay workers and bills. With-
out good planning and constant control by monitor-
ing the product quantity and quality, book keeping 
and market knowledge you will find yourself in bank-
ruptcy rather quickly.   

To be a successful factory manager you need to put 
in place such a quality control body. In development 

3 1- felt need, 2- normative need, 3- comparative need, 
4- felt need, 5- expressed need, 6-normative need, 7- ex-
pressed need, 8-comparative need, 9-normative need
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work which deals with complex situations we call this 
a PME body (Van Ongevalle et al. 2012). 

THE HEAD The managers’ mind must be set on the 
demand-supply relationship – he needs to have plan-
ning, monitoring and evaluation of the production 
process on his mind. Very similar, PME must be on 
our agenda if we want to successfully manage a project.

THE SPINE  The manager also needs a backbone that 
keeps him straight. Does he want to produce a good 
quality product? Is he interested in a product that is 
safe for the consumer and that actually matches the 
consumer’s taste or needs? Does he observe the rights 
and conditions of the workers? Are taxes declared and 
paid and does the factory adhere to legal standards? Is 
the manager fair with suppliers and buyers? As devel-
opment project managers we, too, need to adhere to 
the right principles and values in planning, monitor-
ing, and evaluation. They are our spine.

THE FEET The manager also needs a strong support 
structure – he needs competent people who can as-
sist him in controlling the factory. Good quality shoes 
do last longer and carry further, so these employees 

also need such good supportive working environment. 
They need sufficient time for quality control, the man-
date to implement it but also the respective know how. 
To successfully control a project’s quality we too need 
to have the capacity, the time and the funds that enable 
us to apply sound planning, monitoring and evalua-
tion.

THE HANDS A factory manager uses log-files and 
journals to observe the flow of the production. He has 
a client data base and uses specific forms for orders 
and invoices. To further control the process he may 
utilize security cameras and screens to watch the en-
trance or hall ways and ask workers to record attend-
ances with time clocks. In project management we too 
must have specific methods, tools, guidelines and con-
cepts at hand to do the job properly. 

Of course you can argue that a factory manager can’t 
be compared with your organizations’ work. But think 
about it. Development work just like any other indus-
try needs quality control if it wants to prove that it is 
relevant, effective, efficient, impactful and sustainable. 
These are the five internationally agreed quality crite-
ria for development assistance. A translation of these 
DAC criteria (Chianca 2008) which were laid out by 
the Organization for Economic Co-operation and De-
velopment (OECD) can be downloaded from
www.csogeorgia.com. 

To achieve and maintain these five quality principles in 
development projects we use specific standards, guide-
lines, approaches, tools and methods in planning, 
monitoring and evaluation. This is the key purpose be-
hind all abbreviations such as PME, MEL, PIM, OIM, 
M&E and others of which P can stand for planning 
or participation, M for monitoring, E for evaluation, 
O for outcome, I can stand for integrated or impact, 
and L for learning. This document refers to planning, 
monitoring and evaluation when using PME and con-
siders participation, outcome and impact orientation, 
learning and the systemic change approach as under-
lying concepts to achieve quality in development aid.

Figure 5. CSO participants of a PME workshop in Gori 
(2013) drew this PME body and named it 
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  Indicators of change

We cannot just claim that our work is relevant and that 
we contribute to change because we believe so. Somehow 
we have to prove that our concepts are true and our strat-
egies work. The evidence of change, the confirmation of 
success is important for our own progress and satisfac-
tion. But it is also important to our constituency and sup-
porters. We are accountable for and must be transparent 
about what we do and achieve. This is a key principle of 
CSOs worldwide (Istanbul Principles). The Georgian 
version is downloadable on www.csogeorgia.org.

Remember the manager of the fruit company? Today, 
in agriculture, food processing and in many other sec-
tors, companies must adhere to a wide range of na-
tional and international quality assurance standards if 
they want to be able to market their products. To be-
come accredited to such a standard the company must 
follow the required quality assurance system against 

which the company can be held accountable. 
This creates transparency.

In development aid we also have such a stand-
ard. It is called the DCED standard and was de-

veloped by the Donor Committee for Enterprise 
Development to assess the quality of private sec-

tor development projects and programs. The stand-
ard can be downloaded from the DCED home page 

(DCED Standard 2013). The Georgian translation can 
be downloaded from www.csogeorgia.org. Although 
designed for economic development interventions, this 
standard works very well as a quality assurance guideline 
for health, environmental, lobby & advocacy or other 
sector oriented projects of CSOs. In order to be able to 
adhere to the standard, organizations must use a PME 
system as quality assurance system. Figure 12 illustrates 
such a system that enables transparency, accountability 
and learning through M&E in a project.  This flowchart 
is further discussed in ‘The monitoring and evaluation 
system’ at the end of this first chapter.

Besides the Result Chain, which is discussed in Chapter 
V, one key feature of this international DCED standard is 
the usage of indicators of change. These indicators actually 
enable us to make change visible and evident.
Most certainly you too have already come across the 
word indicator. Today, donors demand a result meas-
urement which is based on a set of indicators. You 
probably either had the challenge to define them for 
your project or had the hard task to report on them. 
If you ever had a problem working with indicators in 
your own project, you can be sure that you are not the 
only one! Most people, even high ranking donor of-
ficials, struggle with the term ‘indicator’, its definition 
and underlying concept. Just like the term “change” we 
again face a simple word with many different dimen-
sions, characteristics and criteria. 

On the next page you will find a picture quiz. Each 
picture is somehow associated with the term indica-
tor. Guess which word each picture could refer to and 
write your answer below the picture. Confirm with 
the solution which is given in the order of the pictures 
from left to right on the page after next.
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Figure 6. Picture riddle
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SOLUTION TO THE PICTURE RIDDLE 
Indicators enable us to:
find evidence, detect, observe and measure, 
direct or indirectly , count, sort, 
rate, weigh, score, rank, 
compare and assess, against a baseline and a target, 
to see levels, scales and ranges, find  trends, 
patterns, distributions, contrasts, contributions, 
processes, speed and performance, effects, 
reveal hidden truths, perceptions, different perspectives 
and moods.

There are many different definitions for the term ‘indi-
cator’ in the development sector. Probably nearly every 
international NGO has its own. Also, the DCED stand-
ard provides a definition in its glossary (DCED Stand-
ard 2013). Together with a group of local Georgian CSOs 
who took part in CSI’s pilot PME capacity building pro-
gram we have come up with the following definition: 

An indicator is a structured, qualitative 
or quantitative and illustrative meas-
urement to demonstrate change gained 
through interventions.

Hopefully the two tools ‘Indicator Table’ and ‘Captur-
ing Dimensions of Change’ in chapter V will help you 
deal with this difficult issue and will enable you to de-
sign really good indicators for your projects. 

Of course, for assessments on a national or interna-
tional level a great range of indicators and indices al-
ready exist, are in use and have proven to be useful. 
They usually are not practical for your local small pro-
ject but the indicators suggested among the sources in 
the list below (Table 1) can give you some ideas or a 
reference point.

But don’t get fooled
Even with our best intention we are not able to foresee all 
changes that may happen. We operate in a complex and 
opaque system, remember? See the arrow pictured below 
in Figure 7. There is positive change we intend to induce 
(green tip of arrow). And there is positive and negative 
change that we know through experience and common 
sense could happen (red and yellow wings of arrow). But 
there is a large grey zone. It is the unknown, the unex-
pected change that could happen. This can be positive or 
negative change. We just don’t know. It can be change that 
happens unnoticed because even people who are part of 
it don’t realize that it is worth mentioning.
 

Table 1. A list of international standard indicator and indices which may be of help to define your higher level outcome or impact 
indicators. 
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Because we do not know about it, we cannot plan to 
measure it through indicators of change. Yet, we still 
have an option. This is to make sure that we are very 
well and closely grounded within our beneficiaries 
and target groups and strongly connected to the stake-
holders. Really stick to participation when designing, 
planning and implementing activities and incorporate 
participatory tools into the M&E system. 

  Project cycle  
     management and the

     monitoring and
     evaluation

In every project the manager deals with many stake-
holders. With some he has a formal, hierarchical re-
lationship. With most he has not. A lot depends on 
good communication and negotiation. Yet, people and 
circumstances may be different than planned. Look at 
the three groups in Figure 8. They have to deliver the 
project service or product together. The task is to carry 
the project as if it was a ball on a triangular cloth from 
start to end line - always staying within the agreed 
scope, budget and timing. Each group is connected 
with the others and is thus directly affected by changes. 
Yet the project’s service or product must be delivered.
 

This is called the triple constraints in project man-
agement. If one group loosens or tightens the rope 
the other groups must adjust in order to keep the  
balance of the triangle. The more rope there is, the more  
flexible each group is and it becomes easier to adjust 
the balance. Look at the groups – together they influ-
ence the force of pulling. But this does not mean that 
they constantly have the same interest, capacity, power 
and influence to pull! 

Imagine, a projects’ scope is to deliver capacity build-
ing in region A, B and C. 
An important partner in region C experiences difficul-
ties and cannot hold as many seminars as planned. Yet the 
budget is available and must be spent – the project can ei-
ther renegotiate in region C or shift activities to region A+B 
– yet this will affect changes in both schedule and budget.
Another project may have negotiated prices and de-
livery in procurement with a company and suddenly 
faces the problem that this contractor cannot deliver 
at said price. This can affect project activities in terms 
of scope and quality if cheaper or less material must 
be bought. But it can also affect the timing if a new 
provider must be searched for.

And what happens if a provider or contractor does not 
deliver in time and halts activities? This affects scope 
and budget if overheads continue as usual.
Project Management is coordination and control of 
time, scope and costs of activities and the supporting 
operational framework so that the agreed objective can 
be achieved with high quality. This support structure 
includes HR, finances, infrastructure, procurement, 
assets and logistics, internal or external communica-
tions and governance. 

Figure 7. A great portion of change happens unnoticed

Figure 8. The key challenge is to keep it all within scope, 
budget and schedule 
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And why is it supposed  
to be a cycle?

We can compare a project also to a ship that is sailing 
from Poti to Odessa. Many people are involved.  In the 
picture of Figure 9 we can see the captain and his crew. 
The ship also carries many passengers. Everybody on 
this ship has a different background, different hopes, 
fears and expectations for this journey and the desti-
nation. Many other stakeholders are involved but we 
don’t see them. They are for example the ship owner, 
the port worker, the insurance company and travel 
agent, the weather forecaster, the coast guard and the 
customs officer, the mother who awaits her daughter 
in Odessa and the wife who misses her sailor.

The captain and his crew have a great responsibility. 
Their key challenge is to navigate the ship from Poti 
to Odessa in time despite stormy weather and strong 
currents. But they also have to make sure that this 
trip is absolutely safe for all passengers and the car-
go. No one should get food poisoning in the ship’s 
canteen, fall over board or be threatened by other 
passengers. The cargo on the other hand should ar-
rive neither soaked in water nor broken. Also, the 
captain and the ship company must observe all legal 

standards and make sure that the trip remains with-
in their financial limits. Otherwise, the enterprise is 
not sustainable.

To achieve all this, the captain and the crew must keep 
close communication loops within the ship and with all 
supporting structures. They must repeatedly review their 
position and assess the overall situation and adjust or 
even divert their course if necessary. In project manage-
ment we call this monitoring. Once arrived at Odessa, the 
captain must report to his ship company. He must com-
pare the outcome with what was planned. Explain how 
well the journey went. Give account for all challenges he 
faced and how he solved them. This type of review loop is 
an ex-post evaluation in development aid language. Pro-
ject management follows the cyclic pattern of planning, 
implementing, assessing, learning and adjustment or 
re-planning. The international development community 
calls it project cycle management or just PCM.

Figure 11 attempts to illustrate this project cycle man-
agement in phases with all key management tasks and 
possible methods and tools. To keep the chart simple, 
PCM is not demonstrated in a circle but in a linear 
fashion. Still, three loops (arrows) indicate the repeti-
tive learning and adjustment process for feedback and 
quality control.

Figure 9.  Managing a project is like navigating a ship safely from Poti to Odessa
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 It is the ongoing process of reviewing 
and adjusting activities during implementation.
The guiding question of monitoring is: Are we doing 
what we are supposed to be doing?
The international development community is con-
stantly creating new terms in reference to monitoring. 
This document uses progress monitoring for all types of 
monitoring that focuses on how an intervention is im-
plemented compared to the planned resources, activi-
ties and outputs or immediate results. The underlying 
question is: How and why do activities lead to outputs?
The term performance monitoring is used when the 
monitoring activity focuses on how the intervention 
and its achieved outcomes compare to the intended 
goal and objectives. The underlying question is: How 
and why do outputs lead to outcomes and impact?

 It is the assessment of the quality of 
implementation in regard to the five DAC criteria 
- relevance, efficiency, effectiveness, impact and sus-
tainability. The guiding question of evaluation is: How 
well did we achieve the intended change?
Evaluations usually have two purposes: Summative 
evaluations verify value and give credit for achieve-
ments. Formative evaluations seek to identify challeng-
es and to come up with practical recommendations. 
If an evaluation is done before the start of the actual in-
tervention it is called an ex ante evaluation. Its’ focus usu-
ally is on how probable it is that the project can achieve 
the quality criteria and provides recommendations on how 
to amend the design, strategy and structure. Most evalu-
ations take part in the middle of a project as mid-term 
evaluations or at the end – ex post. They usually assess the 
achieved value of the intervention and provide recommen-
dations for adaptations, prolongations and new planning. 

 This is the decision making 
and documentation process to change key features of 
the project. The guiding question is: Are changes in 
the project approved and documented?
Projects are rarely fully implemented as designed and 
planned. Some changes are within the flexibility of 
project staff others require the consent of the board, 
donor and key stakeholder. It is important to define 
and agree on the elasticity of the project design, gov-
ernance and management structure and negotiation 
processes before changes are made. 

Phases in the project lifespan 
A standard project follows the sequence of six distin-
guished phases: Identification – Design –Set up – Ac-

tivity planning – Implementation – Project closure.
Each of these phases is marked by certain moments of 
decision making to end the current phase and launch 
the next phase. These are called decision gates and usu-
ally are achieved through the approval of a document 
or a key project event (PMDpro 2011). In the chart of 
Figure 11 they are illustrated as dark, small, numbered 
arrows with a legend at the bottom. 

PROJECT IDENTIFICATION
Each CSO works in a specific sector and has gained 
great topic expertise. Yet, before heading into a new 
initiative it is highly recommended to conduct a thor-
ough needs assessment. This enables you to identify, 
select and focus on the issues that are most pressing 
and which also have a potential for your organization 
to induce change. Based on these insights you develop 
an expression of interest or concept paper and submit 
it to the donor.

PROJECT DESIGN
Once a donor signals interest, the CSO dives into a 
profound problem analysis and identifies the most po-
tential solution options. The M4P approach suggests 
that the selection and decision making process should 
consider three key factors as shown in Figure 10. Who 
are the poor and which project design has the poten-
tial to reach a significant large number of beneficiar-
ies? Which intervention strategy does indeed enable 
the poor to hang in, step up or step out of poverty? 
Which approach has the greatest potential to stimulate 
systemic change? 

Figure 10. Key factors that define the potential of an interven-
tion (OP Guide 2008)
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This situation and system analysis leads into the devel-
opment of the project’s theory of change and interven-
tion logic (Result Chain, Log Frame). The product is 
the project proposal which is submitted to the donor. 
In case the proposal is indeed considered for support 
and after final negotiations, a project agreement is 
signed. This signals the approval to launch the project 
with all its operations.
 
PROJECT SETUP
It is also called the inception phase and gives room 
to develop the project’s governance and management 
structures. This phase is initiated with the first board 
meeting. Some projects have a significant time gap be-
tween initial design and actual project start.

During this gap, changes in the project’s framework 
can cause the need to adapt the concept. To verify this, 
some donors ask for an inception report. During the 
set up phase the project team should prepare a work-
ing document which contains all agreements, policies 
and guidelines and share a project charter with its 
partners and key stakeholders. This is also the time for 
the team to set up the database and filing system, de-
velop working templates and agree on team manage-
ment processes and approaches. 

PLANNING AND ACTION
To signal that the project is ready to launch its activi-
ties it can organize a kick-off event. Yet, each activity, 
before actually being implemented requires detailed 
planning. This is why the implementation phase is 
divided into these two core elements of planning and 
action which are connected through the loop of moni-
toring, learning and adaptation. The planning phase is 
yet another opportunity for the project team to involve 
stakeholders and use a participatory approach. 

A very effective management tool is the Activity De-
scription (AD). The AD describes how the activity 
actually contributes to the project objective and how 
this will be measured. It further clarifies the budget re-
quirements, provides a detailed work plan and depicts 
tasks and responsibilities. 

The action of implementing activities is the actual pur-
pose of the project. Experiences and results of an activ-
ity should be captured immediately with an After Ac-
tion Review. This together with the AD and the activity 
data provides the baseline for all M&E processes and 
the activity report which is usually part of a regular 
donor progress or performance reporting. 

PROJECT CLOSURE
At least two months before a project stops, the team 
should plan the end or transition phase. It has to com-
municate the project closure, and give room to its 
stakeholders to define handing-over processes or clar-
ify opportunities to continue certain activities. The key 
documents include the final project report and eventu-
ally an end of project evaluation report. 

ART & SCIENCE
Managing a project is mainly about making people 
work together. You must possess technical knowhow 
on the project’s topic and methodologies of manage-
ment but also demonstrate well developed “soft skills”. 
We can also distinguish this into the art and the sci-
ence of management. 

The art of management is to lead, to enable, to com-
municate, to motivate, to spur, to inspire, to provoke, 
to link, to strengthen, to unite, to recognize, to negoti-
ate, to convince…

The science of management is to plan, to coordinate, 
to control, to analyze, to interpret, to predict, to prior-
itize, to react or respond, to take decisions, to solve, to 
monitor, to navigate…

In short, a manager needs sector specific knowledge, 
technical management know-how, personal ability for 
logistics and analysis and interpersonal skills.

We hope that in the coming chapters you will find 
practical and valuable guidance to become a success-
ful artist and scientist in project management. Figure 
11 will help you as a road map. The round edged boxes 
indicate the main tasks that have to be fulfilled in each 
phase and the notes provide a list of practical tools. 

You will find all tools and documents that are men-
tioned in this chart in the different chapters except for 
organizational guidelines and policies. They are not 
part of this toolbox. However, a publication on inter-
nal regulations (CSI 2009) and financial accounting 
(Khorava 2013) for CSOs in Georgia can be down-
loaded from the CSI website www.civilin.org and from 
www.csogeorgia.org. 

As you can see, the box for monitoring and evaluation 
in Figure 11 contains specific tools and documents but 
also refers to the ones listed in the first two phases be-
cause they use an evaluative approach.  
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   The monitoring
     and evaluation system

You certainly have heard many times that your project 
must have an M&E system. But what exactly is it? A 
system is about processes, structures and methods that 
form a whole. Therefore, the M&E system is about how 
an organization or a project defines and organizes the 
way it monitors and evaluates its interventions. Figure 
12 illustrates such a system for an outcome and impact 
oriented approach. The M&E process always starts 
with the development of the theory of change which 
is visualized using a Result Chain. The M&E system is 
developed during the project design and set-up phase 
while monitoring and evaluation activities are mainly 
part of the implementation (planning & action) and 
project closure phase.

The chart describes the flow of the M&E process which 
is structured by five activity sectors:

DESIGN & PLAN
The Result Chain, Indicator Table and Logical Frame-
work are not sufficient to conduct successful quality 
control of the project, to assess how well and why ac-
tivities actually lead to outputs, and why these induce 
the desired outcomes and impact. To better understand 
these relationships and connections it is very helpful to 
create an Analytical Framework using all the informa-
tion provided by the intervention logic including risks 
and assumptions. From this framework it is much 
easier to identify with which instruments which indi-
cator information has to be collected and from which 
sources. Usually a proposal does not define indicators 
in such detail that a project officer immediately knows 
the full scope of what to ask an informant or what to 
look for in a data source. This is especially true for 
qualitative indicators which can have a huge range of 
characteristics. That is why a project team must define 
the criteria and disaggregation for every indicator in 
detail before heading into actions. The Table of Varia-
bles and Data Collection Matrix are both helpful tools 
to develop a consistent monitoring plan and to keep 
the overview during monitoring. Evaluations usually 
are conducted through external and independent (not 
biased) experts. Yet, the team needs to develop their 
evaluation terms of references (ToR). The Evaluation 
Guideline and Plan are generally in the responsibility 
of the contractor or evaluation team.

COLLECT & PROCESS
The monitoring data collection, processing and filing 
is an ongoing task of the project team. Make sure that 
you have a clearly structured Project Database (p. 130) 
and that your team observes a good deal of discipline 
in filing. This discipline also includes that data is pro-
cessed in a timely manner after an action. CSO staff are 
usually multi tasking and involved in different projects 
at the same time. We so easily forget or get confused. 
There is no reason to spend hours to search for single 
data point like a needle in a hay stack or recalculating 
the gender ratio of workshops from original participa-
tion lists by hand again and again when writing a do-
nor report! It is so much more effective if you process 
paper based data as soon as possible into useful infor-
mation and store it in digital form so that it is acces-
sible at any time. 

ANALYZE & INTERPRET
Monitoring and evaluation data is only of true value if 
it is analyzed and interpreted in the context of the pro-
ject and with the participation of those who contrib-
uted to the data set. Make use of the great reservoir of 
participatory and evaluative tools described in chapter 
2-4 to facilitate this process.

INFORM & RECOMMEND AND LEARN,  
IMPROVE & ACCOUNT
The key purpose of M&E is to develop tangible find-
ings and recommendations which can be shared 
within the project and its stakeholders but also with 
peers as lessons learned and best practices. The goal 
of course is that evidence of successes and failures is 
made visible and gained insights are used to improve 
ongoing and future projects.
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Chapter II
Methods and tools used in needs
assessment and problem
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  Survey

SOURCES: 
Survey sample size (Surveymonkey)
Collecting evaluation data (Taylor-Powell and Her-
mann 2000)
Free survey software which supports Georgian alpha-
bet (Limesurvey)
Sample size calculator (Surveysystem)
Hints for Designing Effective Questionnaires (Frary 
1996)

PURPOSE:
Surveys are a frequently used method to collect base-
line, monitoring and evaluation data either through 

questionnaires or through structured interviews. 
There is a multitude of options to conduct surveys: on-
line, by mail, by phone call, via text messages, by visit-
ing homes or questioning random pedestrians on the 
street, displaying surveys in waiting rooms, receptions 
or in newspaper, inviting participants to a class room 
setting etc. However, to ensure that the information 
gathered is representative and to provide ‘evidence’ of 
facts, certain rules in scope and methodology must be 
considered and observed. 

GROUP SIZE:
A key issue is to define the right sample size. PME is 
usually equipped with very limited funds. Around 5% 
of the total project budget would be fantastic but is 
rarely the case. In general, surveys are costly. This is 
why data collection through surveys must always con-
sider the most efficient scope and approach. 

A new project idea is not just born out of the blue. It is the result of an in depth assessment of the needs and dif-
ficulties a group of people is facing in a specific setting. There are numerous possibilities to identify such most 
pressing or core issues. This chapter covers a selection of methods and instruments for both, individual and group 
assessments. One of the perhaps most frequently used instruments among CSOs are surveys and interviews and 
you might be very well familiar with both of them. Yet, there are many different options to conduct a survey or an 
interview and all have their own challenges. This is why we start with the introduction to surveys, depict different 
ways of conducting interviews or discussions and finalize with participatory needs assessment tools. Although they 
are being helpful during the project identification phase (see Figure 11), the methods and tools listed below are just 
as well valuable for monitoring and evaluation purposes.

Figure 13. Most projects operate in a complex environment. Yet, sample sizes for surveys are often chosen too small. 
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 Define the purpose and scope of the survey. What 
core questions shall be answered through this survey? 
Who will use the results? Which geographic region 
shall it cover? Which total population shall be repre-
sented by the survey? Do you need a full population 
survey or a partial survey? For a partial survey you 
need to define the minimum representative number 
of samples. Therefore take a while to reflect on the 
chart of Figure 13. Lean towards using a bigger sam-
ple size if your population is heterogenic, if you expect 
to evaluate or monitor rather minor or difficult to see 
impact of changes, if your project has low control over 

unintended influences, if your survey needs to cover a 
rich and diverse perspective on issues and your data is 
rather nominal or qualitative than metric.

 Calculate the sample size which you will finally 
need for analysis. You may use the following equation, 
select the adequate sample size from Table 2 or use an 
online calculator like (Surveysystem).

N= Total population; n= sample size; and d= tolerated 
probability of error at a level of significance of 5% d=0.05

Table 2. The sample size for a survey depends on the population size and data type ((Bartlett et al. 2001)
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What’s the smallest possible?
Only sample sizes above p=30 have a normal distribu-
tion! This means that if your sample is smaller than 
30 you actually cannot draw a conclusion that applies 
to the total population – unless your total population 
is exactly your sample size! This fact should also be 
considered when you want to design a pilot project. If 
the project shall deliver recommendations for a larger 
program choose a big enough pilot group! 
Define the sample size of surveys you will actually 
need to distribute or to conduct and develop the strat-
egy on how to make sure that you will be able to collect 
the needed numbers.  

The smallest is not good enough
You must always do more surveys than the actual fi-
nal sample size because you may not reach those you 
hoped for. Also, returned surveys may not be suffi-
ciently completed and useful. If you intend to do an 
online survey you should expect a return rate of 10% 
only. So if you estimate your N=1000 and hope for 222 
responses you would have to send out 222/10%=2220 
surveys. Try to combine your surveys with some sort 
of return incentives like a raffle with prices or a special 
offer for fast returnees.  
With your survey you may want to get insights into 
the situation in region A and in region B and compare 
both regions; and you may intend to study different 
groups of people and compare them with a control 
group. In order to gain representative insights you 
again need to consider that your subgroups’ sample 
must represent the total subgroup’s population. This 
once more increases the total sample size!

PREPARATION:
 Develop a survey questionnaire or interview guide-

line. You also need to define if you are more interest-
ed in a standardized survey or if you are looking for 
qualitative information through open questions? Will 
the questionnaire be online, by mail, phone, in a class 
room or an interview type with a fully or semi-struc-
tured guideline? Which are the fields of interest or top-
ics of your survey? Which are the question clusters you 
want to elaborate in each topic? How do you intend to 
design the answer options? 

Observe
In general some rules must be observed in survey 
questionnaires but they also apply when conducting 
interviews: 

Introduce yourself and the purpose of the survey
Provide clarity about confidentiality and how  
you will handle the data
Ask for permission if you intend to use  
the data publicly
Be polite, clear, simple & consistent in the way  
you ask
Never ask unnecessary questions and keep  
the survey as short as possible
Address only one single and precise issue  
in each question
Imagine the client in his context and use  
his/her ‘language’
Avoid hypothetical questions and questions  
that imply an answer you would like to get
Keep questions neutral and do not use terms that 
may sound discriminatory to the client
Keep questions as short as possible
Avoid double negation like ‘Are you not confident 
that children should not drink cola?’
Do not jump between topics but deal with topics  
in question clusters. 

Of course, questions with provided response options 
are easier and quicker to analyze than fully open ques-
tions. There are several options that allow you to set 
the answer options: Yes/No; Multiple choice of differ-
ent answers; Choice of preferred or applicable state-
ments; Choice of rating with statement ladders (also 
see Table 6 in Chapter III: Methods and instruments 
used in situation and system analysis, Scorecards), a 
scale of categories with numbers or an open selection 
option between two numeric poles such as between 
0 and 10; and the open response fields for ‘others’. A 
sample survey featuring some of these options is at-
tached in the workshop part (Annex). The different 
options can also be combined. A client who doesn’t 
find their preferred option to answer a survey question 
may stop taking the survey seriously. That is why you 
should give some serious thought on your design.
When using a statement ladder, also called rubrics or a 
rating option, choose even numbers. This prevents cli-
ents from settling at the middle of a range. A mediocre, 
undecided or average opinion makes it more difficult 
for you to draw a meaningful conclusion or to reveal 
significant findings.

MATERIAL:
survey development software, word or excel

FACILITATION PROCESS:
Develop questionnaires if possible in teams – use as 
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many eyes and brains possible. Once a template is de-
veloped, test it, improve it and retest to analyze results.

 Before starting the survey, you may need to train 
and instruct interviewers or survey staff and organ-
ize the logistics. At this point it is important to de-
cide how you select the survey participants. Are in-
terviewees or survey clients chosen randomly or is 
selection done according to a set of specific guiding 
criteria? Examples of guiding criteria are typical/ex-
treme/dominant cases, quotas, the snowball princi-
ple, etc. Random selection can follow rules like: every 
5th household on the left followed by every 3rd on 
the right of a street, creation of randomized num-
bers or usage of a birthday-key, a stratified sample of 
a population which is divided into groups followed 
by choosing a specific sample per group, or selection 
through specific filters that downsize the group with 
each filtering criteria. An example would be from vil-
lage to school to class to gender to family background 
of the student.

 Collect and process your survey data into digital 
form so that you are able to analyze it (see Table 3).  
To do this you need to develop a data input spread-
sheet in excel or access. In this table each row is at-
tributed to one individual response. The first col-
umn of this sheet always contains the ID. The ID 
is the number you assign to each returned survey 
form. Never forget to write this number by hand on 
every single survey form whenever you start to enter 
its data. This will help you to retrace your data input 

at any time. Everyone is prone to make mistakes! 
All other columns of the spreadsheet are variables 
(V1, V2, V3, Vn…). They correspond to the specific 
answer choices in your survey questionnaire. On a 
separate sheet you may clarify the specifications for 
each variable and options for data input. Example 
V1 is Gender of survey client. Input options can be 
female/male, f/m or any number code. In this case it 
is not self-explanatory and you should add an index 
for such input options into the header of the table or 
in an extra sheet. Apply drop down selection boxes 
in excel access or open office calc if possible. 
 
RESULTS AND FOLLOW-UP:
After completing your data input you will have to 
analyze this data set. Usually, simple analysis such as 
counting the same answers in a column, calculation of 
averages, means and modes and highlighting the mini-
mum or maximum can already provide a great deal of 
insights. If you seek more refined statistics, it is better 
to consult a statistician about your survey design be-
forehand. If your survey delivers surprising insights, 
don’t hesitate to consult other experts in the sector to 
verify your findings. It may just be a mistake in your 
survey set-up, in the data set or a misinterpretation 
from your side.

Table 3. This is an example how your survey data can be put into a spreadsheet. Each response is one row and has an ID number.
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  Semi-structured  
    Key Expert Interview

SOURCE: 
Conducting semi-structured interviews  
(Raworth et al. 2012)
Safety diagnosis tool kit for local communities  
(Laforest 2009)

PURPOSE:
Semi-structured interviews can be used to gather qualita-
tive information from small samples. They are effective 
for gaining insights into problems that are not immedi-
ately perceptible but that nonetheless cause concern in 
certain areas or in certain segments of the population. 
Key expert interviews are used to elaborate different per-
ceptions, to study specific situations or for validating in-
formation which was derived from other sources. 

GROUP SIZE: One to one

TIME EFFORT: 1-3 hours

PREPARATION:
Interview guideline, identification of interviewees, 
clarification of location and timing, provide informa-
tion to interviewees on the purpose of the interview, 
make sure you know who you interview and why! The 
interviewee must feel that you are indeed interested 
in them. For your interview guideline define for each 
main question a set of additional sub questions and 
clarifying questions. Keep questions open and work 
with comparisons, contrasts and invite the interviewee 
to imagine things. For example, start questions with: 
How would it be if…?

MATERIAL: Paper and pen or recording device 

FACILITATION PROCESS:
Introduce yourself, and explain the purpose of the in-
terview, what you hope to gain from it and which pro-
cess you would like to follow throughout the interview. 
Clarify again timing, recording and how you will deal 
with the information gained. If you do not intend to 
keep it confidential you have to get their consent. The 
characteristic of a semi-structured interview is that it 
provides flexibility to develop into a real conversation. It 
is very important for the interviewer to create and main-
tain an atmosphere which is inviting for the interviewee 
to talk freely. Start with a simple chat about something 

else – maybe a picture or souvenir that caught your at-
tention in the office of your interviewee, the view out of 
the window or a recent public celebration, sports event 
etc. - anything that creates some familiarity between 
you both to break the ice. During the interview avoid 
asking multiple questions at once. Be precise and polite 
and repeat what the interviewee tells you in your words 
(paraphrase) to show that you are listening and under-
stand their point of view. Keep notes of key points and 
interesting quotes. 

RESULTS AND FOLLOW UP:
Transcribe your interview notes and summarize the 
insights.  

And be on time
Being on time as facilitator is always very important 
–never ever let an interviewee wait for you to arrive! 
Although project participants are generally not on 
time – which is indeed a worldwide challenge – they 
are quick to interpret delays caused by facilitators or 
project staff as ‘not interested’ or ‘not-committed’. This 
is something you definitely want to avoid if you aim 
for impact!

  Appreciative Inquiry –  
    Interview

SOURCE: 
Appreciative Inquiry Commons Web portal (AI)
Appreciative Inquiry Tool (MindTools)

PURPOSE:
Appreciative inquiry, as opposed to the problem fo-
cused approach, seeks to advance a situation construc-
tively and from the positive side. In this case, develop-
ment is seen less as the alleviation of needs but more as 
the strengthening of what works well.  

GROUP SIZE:
One to one interviews followed by small to large peer 
group meetings

TIME EFFORT:
The whole process of the appreciative inquiry can take 
weeks. Here we briefly describe the interview followed 
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by a plenum presentation or discussion. Time effort 
depends on the size of the group and the logistics used.

PREPARATION:
Define the focus of your interview and eventually train 
interviewers 

MATERIAL: Interview guidelines

FACILITATION PROCESS:
Appreciative Inquiry (AI) is a process that identifies cor-
porate management strategies or new development inter-
ventions through a positive thinking approach. It is often 
explained using four Ds:  “Discovery”, “Dream”, “Design” 
and “Deliver”. The interview takes place in the discovery 
phase and during this process the supportive environ-
ment for development is identified and defined. Partici-
pants are individually interviewed and asked to describe 
personal experiences or moments of success, enthusiasm, 
pride, hope, joy, etc., in settings such as their company, 
community or family. Use whatever is applicable in your 
assessment context. It is important to ask open questions 
and encourage the interviewee to describe not only what 
happened but also why it happened and what effect it had 
on the individual and/or the group. Interviewers or inter-
viewees share these stories of ‘good moments’ to the peer 
group for further discussion. 

RESULTS AND FOLLOW UP:
The goal is to identify valuable and encouraging mech-
anisms that exist or have been observed in a specific 
moment in a system (organization/company/commu-
nity etc.).  Followed by an envisioning process this AI 
approach finally guides the participating group into 
the development of new or adapted mechanisms or 
intervention designs.

  Polarized Statements  
    Inquiry

SOURCE: 
Approaching the intangible (Posse 2006); 
Check-out the links to open source repertory-grid 
software in Wikipedia (Repertory-Grid)

PURPOSE:
The development of polarized statements enables us to 
identify individual concepts of success and failure. This 
facilitates the comparison of perceptions of different stake-

Figure 14. Two CSO members interview each other about their most positive experiences in their work
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holders towards the same issue and towards each other. 
The approach is based on the repertory grid technique.

GROUP SIZE:
One to one interviews. Ideally 12 interviews are con-
ducted in total which cover three actor-groups with 
each represented by four experts. Principal component 
analysis can be used to statistically process the data set.

TIME EFFORT: 2-3 hours

PREPARATION:
This is a type of semi-structured interview which can 
be very effective but requires a great deal of prepara-
tion and personal skills in person centered interview 
techniques and qualitative analysis. The interview it-
self is a highly participatory process and starts with 
a short brain storming session about the challenges, 
successes and issues around the key topic. From this 
session a set of core issues is selected and statement 
pairs are developed. Together with the interviewee 
these statement pairs are allocated to predefined ‘ele-
ments’ which will help to further distinguish the spe-
cific perception of this interviewee towards different 
criteria. During the analytical process the statements 
of all interviewees will be further coded according to 
a set of themes.

But what is a polarized  
statement pair? 

These are two statements in active present tense which 
describe one and the same quality criteria of a situ-
ation but from the desired and from the not desired 
point of view. 

Imagine you love to eat bananas – but only when they 
are really, really sweet. Your personal perception of 
best sweetness is when the fruit already turns a bit 
brown. A legitimate preference but which is not nec-
essarily shared by everyone. If you asked a friend to 
get you a ripe banana from the cafeteria you would ex-
plain your “desired” situation versus your “undesired” 
situation for a ripe banana: 

The banana has brown spots ←→ The banana is still a 
bit green

Note: “The banana has brown spots ←→ The banana 
has no brown spots” is not a good pair! The statements 
should not just be each other’s opposite or positive/

negative but describe the situation from a more neu-
tral, objective point of view.

Like in any ordinary interview, the initial preparation 
steps are to define very precisely the core issue and dif-
ferent topics that are to be addressed through this in-
vestigation. The second step is to identify the relevant 
actors and to select the key informants among them to 
schedule the interviews. For a sound statistical analy-
sis (repertory grid; principal component analysis) you 
need 4 representatives out of three key groups = in 
total 12 interviews. The third step is to define the ‘ele-
ments’ for the interview matrix. 

And what are ‘elements’? 
Let us go back to the banana.  Our first set of elements 
comprises all actor groups that have a link to bananas. 
They could be customers, family members of customers, 
grocery store owners, banana wholesale dealers, health 
experts. They do not have to completely match with the 
selection of interviewees. We may want to investigate 
how perception of banana quality has changed over time 
and select the theme ‘time’ with the two time elements ‘10 
years ago’ and ‘today’. It would also be interesting to see if 
people who have an interest in bananas share the prefer-
ence for brown spotted bananas. In this case our theme is 
the agreement over quality criteria and elements are again 
the groups of actors above. We could also be interested 
in the question: Who contributes to the desired banana 
quality? Or further ask if the framework conditions actu-
ally support bananas with brown spots.  Hence, adding 
the theme Contribution to quality with the elements of 
all actor groups above and a further element ‘framework’. 
Finally – in case we had a banana quality improvement 
project we might want to investigate how well the project 
was planned towards the desired brown spotted banana 
and how the project implementation fits with the goal to 
buy such bananas? Here, our theme would be agreement 
with project, with the two elements ‘planning’ and ‘goal’.

In general such an inquiry could cover the following 
themes and prompt the perceptions of interviewees to-
wards the different elements with the suggested ques-
tions below:

THEME 1. Process over time: 
From your point of view, how was the situation 
of … xx years ago (element 1.1)?
How is it now (element 1.2)? 
How do you expect it to be in 1 year; in xx years 
(element 1.3)?
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THEME 2. Comparison of success con-
cepts of all stakeholders: 

How does stakeholder A or B or C etc., view the 
situation of …? 
Does he/she share the desired situation or more 
the undesired? 

THEME 3. Contribution of stakeholders 
to the success concepts: 

How helpful are stakeholders A, B, C etc., to-
wards the situation of ….? 
Does he/she contribute more to the desired or 
more to the undesired situation?
If not helpful, what would they have to do differently?

THEME 4. Framework conditions:
Is the general environment rather supporting the 
desired situation or more the undesired situation 
of …?

THEME 5. Project design and process:
How does the project design/goal/process etc., 
support the situation of ….? 
Does it support more the achievement of the 
desired situation or the undesired situation? 

Try to limit your selection of elements by choosing no more 
than 15. About 7-10 elements have proven to be ideal.  
Themes for coding should be defined during the 
preparation, but more themes may emerge as a re-
sult of the interviews and analysis. Issues addressed 
by interviewees could refer to general themes such 
as internal or external processes of communication, 
leadership, cooperation, process transparency and 
anonymity, management, finances, sustainability, 
ownership, participation, gender, inclusion, ecologi-
cal environment, health, youth, poverty reduction, 
political impacts, education and others. The selec-
tion of useful themes really depends on your sector 
of problem investigation.

The interview guideline is a form which is filled in dur-
ing the interview.  You find an example in Table 4. 

The header of the form should  
contain: 

Name of investigation or project
Name of interviewer 
Date of interview 
Location of interview 
A list of all groups of stakeholders 
Name of interviewee, respective stakeholder 
group and function, gender, region

The core of this standardized form is the interview ma-
trix. All theme columns with elements and the sym-
bols’ key must be defined before the interviews!  Yet, 
the actual issues or topics covered during the inter-
views and the statements are defined by the interview-
ees personally.
Make sure to provide enough space either in the ma-
trix or elsewhere for additional comments. If you note 
comments outside the matrix, always include the row 
numbering so that the comment can easily be retraced 
at a later point in time. It is helpful to add a list for 
theme coding at the bottom of the interview form.
Before heading out for interviews, train interviewers 
and practice the process. Agree on a strategy. Which 
will be the initial question for the brainstorm and to-
wards which themes and topics should they head spe-
cifically for more information or dig deeper during 
discussion if interviewees address them? Practice with 
them how to phrase the questions in order to investi-
gate the interviewees’ perception towards the elements 
as explained below.

MATERIAL:
A note book for brainstorming notes and comments, 
Interview matrix, pens

FACILITATION PROCESS: 

 Just like described above in survey and semi-struc-
tured interview, the same general rules in timeliness, 
politeness, transparency and open questioning apply.  
The interview may take up to two hours. This is why it 
is very important to introduce the interviewee to the 
process before you start. Explain that it is a very client 
focused method and that you are especially interested 
in the interviewee’s personal perception about the situ-
ation and that this is why you start with a brainstorm-
ing session through which you will find the key topics 
for the actual interview. 

 This brainstorm takes about 10 minutes. Invite the 
interviewee to briefly describe those things that are 
most important to them personally in regard to the 
overall topic of the issue. Let the interviewee talk freely 
but do not dig too deep. As soon as you have identi-
fied a specific issue, note it down for yourself and ask 
them to think of something else that is important. Try 
to find up to eight different issues. 

 Quickly summarize the issues that you have collected 
so far and inform your interviewee that you will now stop 
with the brainstorm part and start the discussion of each 
issue. To begin this process select one of the eight issues 
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but choose one of the first ones your client has mentioned. 
Things that come to mind very quickly in brainstorms are 
usually the more crucial and urgent matters! 

 Ask your interviewee to describe the desired situ-
ation and the undesired situation for this first issue. 
Phrase your questions using: How would it be…? How 
else can you describe it…? If they have problems to 
do so you may choose a random example like the one 
with the banana above to explain exactly what you are 
looking for. Agree on two clear and constructive state-
ments worded in active present tense that represent 
the issue with a desired and a non desired situation. 
Write the issue and both statements into your matrix 
(row 1; 3rd column). 

 Start with the element query. Your questions must 
be framed in a way that lets you help your interview-
ee to find answers but without manipulating them 
towards a position. Do not ask in a brief or abstract 
manner, like: How is the perception or contribution of 
stakeholder A? Frame your questions in a detailed and 
figurative but neutral language which helps your inter-
viewee to switch perspectives and imagine the situa-
tion lively and vividly. 

 

Example
Remember, two years ago, how was the situation in 
your grocery store? Did you see bananas in the shelves? 
How were the bananas you could buy then? Were they 
rather with black spots or more green in color?
If you imagine stakeholder A in your grocery store, 
what do you believe he would want to choose when 
buying a banana? Would he rather choose one with 
black spots or more a banana which is still a bit green?
Recall the behavior of stakeholder B when you do your 
banana shopping, do you think he supports more your 
preference for bananas with black spots or are his ac-
tions more towards bananas which are still a bit green? 

Use the symbols as provided in the symbols’ key to fill 
in your interviewee’s answers in the respective row of 
the matrix – depending on which statement applies. If 
you are not sure, rephrase your interviewee’s answer 
and agree together which symbol to choose. 
You may also immediately add a theme code to each 
discussed issue. 
 

 Once you have discussed all issues, review quickly 
which themes your interviewee actually focused on 
and summarize the findings. This may sound some-
how like this: “We have now filled in this whole table 

Table 4. The interview matrix to keep notes of your interviewees responses
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and you see I did those small comments at the end – 
they refer to the themes you addressed and I realized 
that x theme is quite frequent. Do you believe that 
this is indeed a focus of yours? Why is it so important 
to you?”  Eventually, your interviewee has not at all 
touched a theme which you expected they would. You 
may now express this but only if your assumption is 
very well grounded and of course not offensive. 
 

 You should also quickly summarize how you per-
ceive the interviewee’s overall stakeholder relation-
ships: “If we look at the chart we can count very of-
ten an upward arrow among stakeholder B – Do you 
indeed perceive him in general as very supportive to-
wards your interests? Would you call him a very close 
ally? What makes stakeholder B such a strong helper in 
this issue? What does he do better or differently than 
others?”This phase of summary and wrap up has two 
purposes: 1. Clarify your own still open questions to-
wards the issue, 2. Provide feedback to the interviewee 
so that they know that you really understand the issue 
from their perspective.

RESULTS AND FOLLOW UP:
After each interview, write a brief review (see After 
Action Review) which covers length and assessment 
of the interaction during the interview. How were the 
atmosphere and the flow of conversation? Did your 
interviewee provide a personal perception or did you 
have the feeling there was a hidden agenda or the de-
sire to just act as a representative? Later, complete a 
write up of your notes and enter your survey data into 
a spread sheet as shown above (see Survey). You can 
also make a table listing all statements of all interviews 
in the first column, with other columns showing the 
interviewee’s ID and the choice of element and themes. 

This enables you to sort all statements according to ac-
tor groups or themes and helps tremendously to find 
the overall issue conclusion and writing the report. 

Maybe you are also eager to find out which respond-
ents agree with each other and how? To achieve this 
you can sort the statements into four different catego-
ries like shown in Table 5. The first group contains the 
statements of actors who fully agree with each other. 
The second group shares the same attitude but ex-
presses it differently. The third group uses the same 
expressions but differs in intention or interpretation, 
while the last group doesn’t agree at all. 

  Focus Group Discussion

SOURCE: 
Participatory Methods Toolkit: A practitioners manual 
(Slocum 2003)
Evaluation Guide Book (Evaluation Capacity Devel-
opment Group 2007)

PURPOSE:
To gain information on different points of reason-
ing, opinions, views, concerns, values etc., on an is-
sue through a planned and guided discussion. Focus 
groups are neither used to build consensus nor for 
decision making or conflict resolution. They are very 
useful to verify gained information in order to apply 
methodology triangulation.

GROUP SIZE: 5-15

Table 5. Using the same or different terminology and concepts splits experts into the groups of consensus, conflict, correspondence 
and contrast
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TIME EFFORT: 1-2 hours

PREPARATION:
2-5 key statements or topic questions to initiate discus-
sions, each with a set of aspects you would like par-
ticipants to shed some light on. When choosing mem-
bers for a focus group, select participants who have an 
interest in the issue and who can openly discuss the 
topic with each other. Consider communication barri-
ers like gender, age, hierarchy, peer pressure, social or 
economic status.

MATERIAL:
A room and chairs, eventually a second member of 
staff to keep notes or a recording device if participants 
agree.

FACILITATION PROCESS: 
Introduce the purpose of the discussion; why you se-
lected the participants; what you hope to gain from the 
discussion. Explain how you intend to handle the pro-
cess, what you will do with the information you gain 
and agree with the group on rules for the discussion. 
Present the topic background and start with your first 
statement or question. Your questions need to be open 
and avoid simple Why?-questions. It’s better to present 
a description of a situation and ask: What would you 
do? How would you react? What would you recom-
mend? Encourage participants to elaborate further 
and to give examples. Never imply answers.

Make sure to reconfirm with the participants that you 
understand what they express. Try to reword, reframe 
and ask for confirmation. Make notes using quotes 
with the vocabulary of the discussions' participants to 
avoid that you just list key issues addressed. Also try to 
keep notes of the reactions of the group, such as nod-
ding in agreement.

RESULTS AND FOLLOW UP:
At the end of the focus group, summarize or ask a par-
ticipant to re-cap and conclude the discussion. Imme-
diately after the focus group, draw the seating order, 
check if recording worked well, read through your own 
notes and add missing insights, themes, behaviors, etc. 
After transcribing or review of notes, develop a report 
containing each key question, participants’ discussion 
points, significant quotes and your own comments.

  Island Assessment 

SOURCE AND FURTHER INFORMATION: 
Unterrichtsintegrierte Selbstevaluation (Beywl 2012)

PURPOSE:
This is a self-evaluation tool which is used as a participatory 
approach to assess the level of understanding or knowledge 
among members of a group. It can for example be applied 
to evaluate knowledge level in a specific topic before and 
after a capacity building intervention. The tool also triggers 
interest or awareness of needs in capacity building.

GROUP SIZE: 5-25

TIME EFFORT: 30-60min

PREPARATION:
Draw an island with beach and open sea on a flipchart 
poster (see Figure 15). Define the set of key terms 
which shall be elaborated by the group and write them 
on word cards

MATERIAL:
Word cards, the island poster hung on the board or 
flipchart stand, scotch tape

FACILITATION PROCESS: 
 Start by explaining to your group why you will do this 
exercise. 

 Distribute to each participant 1 to 4 randomly se-
lected cards with the key terms of your topic of interest 
written on them.

 Explain the process to the group (which will be re-
peated until all cards are on the poster): A participant 
explains the meaning of the term to the group. Other 
participants can add what they know about it and the 
facilitator complements the group explanation with a 
very brief definition. The group then together decides 
where to place the card on the poster. If the majority 
was confident with the term it will be placed below 
the ‘Island’. If the majority has heard of the key term 
but was not so sure about the definition it is placed on 
the ‘beach’. ‘Water’ will signify that the majority knew 
nothing to very little about this key term. 

 Invite a volunteer to start the process and continue 
until all terms are placed on the assessment poster.
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 Encourage the group to discuss the result and de-
fine its overall level of knowledge. Are they surprised? 
Does the poster represent the way they feel about the 
topic of interest?

RESULTS AND FOLLOW UP:
For monitoring purpose you can also calculate a per-
centage of knowledge. Attribute to each card the re-
spective value: Island cards are 3 points, beach cards 
are 2 points and cards in the water get 1 point. The 
sum of points is divided by the highest possible score 
which is the total number of cards multiplied by 
three. This indicates the overall level of understand-
ing. The achievement category 0-24% would indicate 
overall ‘very low’ knowledge, 25-49% would be weak, 
50-74% lacking and 75-100% good. In the picture ex-
ample we had 14 cards * 3 = 42 maximum score. The 
result was 4*3+5*2+5*1= 27points which equals 64% 
or a lacking knowledge level. You can also say, there 
is still room for improvement. Once your capacity 
building is done, redo this exercise with your group. 

This visualizes effective change of knowledge to you 
and the participants.

Tip for facilitators

Keep participants engaged
In a big group it may happen that participants lose in-
terest as soon as they have finished presenting their own 
findings. Keep them focused by addressing them person-
ally and asking: Do you believe the contribution given by 
your colleague was complete? What would you add? Try 
to make sure that participants who explain a term do not 
‘report’ to you but that they engage with the group. This 
is very difficult for participants to understand because 
they see you as the ‘teacher’. You can position yourself be-
hind the group instead of next to the poster. This way, the 
participant explaining a key term ends up directing their 
speech towards fellow participants.

Figure 15. A simple assessment of knowledge base can be illustrated with an island, beach and water
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  Brainstorming  
    and Mind-mapping

SOURCES: 
Facilitation skills for evaluators (Birch-Jones 2012)
Options for IT based mind-mapping solutions are 
(bubbl), (freemind) and (mindmeister)

PURPOSE:
With both tools you can collect a big range of ideas 
about one specific issue in a short time. They can be 
applied in the beginning of an investigative process or 
when a new concept is elaborated by a group

GROUP SIZE: Small to large

TIME EFFORT: 10-30

PREPARATION: Topic title or guiding question

MATERIAL:
Pieces of paper, markers, board or flipchart; or laptop 
& beamer 

FACILITATION PROCESS:
There is a multitude of ways you can design your 
brainstorming session. Key points are:

Brainstorming is about first flashes of associa-
tion. Beware of participants over thinking their 
answers. It is not about breeding over thought 
ideas. Keep it short with 5 to 10 minutes per 
topic. This should be enough for participants to 
generate ideas or associations. 
There are no right or wrong ideas but everybody must 
have clarity on the precise topic of the brainstorm. 
The session must end with a sorting process dur-
ing which ideas are clarified and clustered and/
or classified into themes for further analysis or 
discussion. 

 
 Write the specific question or questions on the 

board or on flipcharts. The simplest version is to dis-
tribute blank pieces of paper to each participant. They 
shall write only one idea per piece of paper but can use 
as many papers as they wish. If you are interested in ideas 
or opinions about different topics or perspectives you 
may choose the option of a brainstorm carousel. Write 
the topic or question on a flipchart poster and ask partici-
pants to visit each poster and write on it directly whatever 

comes to their mind. Encourage participants to both add 
new ideas and give further thoughts to ideas of others.
 

 Participants can either present their ideas one by 
one to the plenum or the facilitator collects all ideas, 
clarifies the meaning with the group and facilitates the 
participatory clustering process. In case of a carousel 
type brainstorm you may also assign participants as 
poster facilitators with the task to summarize and pre-
sent the poster to the plenum.

 Clustering and linking of ideas is the purpose of 
the brainstorm. Check out Affinity Diagram or create a 
mind-map (see Figure 16).  Words must be added and 
linked in ways that make topical sense. Everybody can 
stand in front of a white board and attach and connect the 
word cards, but you can also write directly on the board 
or use a mind mapping software with laptop and beamer. 

RESULTS AND FOLLOW UP:
Take pictures and transcribe the results into a text file, 
table or flowchart. 

Tip for facilitators

Practicalities
An ideal size for word cards and pieces of paper is 
to cut one A4 paper into three equal parts (9.9 cm x 
21cm). Write letters with at least 3cm height and use 
not more than three rows per card. One word per card 
works best. If using colored paper, choose light colors. 
Do not allow the use of ball pens but distribute flip 
chart markers or other thick felt-tip pens. The best 
colors are black or blue. Red and green are hard to see 

Figure 16. Mindmap (by Nicoguaro) explaining itself
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from afar. Make sure your participants do not write 
with ballpoint pens on the pieces of paper.  Sometimes 
markers are very strong and the ink stains the surface 
underneath the paper. An additional layer of paper 
helps to protect tables or walls. To attach the word 
cards to a wall, poster or board use white crepe mask-
ing tape. This is a sticky, rubber adhesive tape, usually 
used by painters.  It comes off more easily than the 
clear tape and is less likely to rip off paint or wall paper. 

  

SOURCE: 
This tool was developed by Kawakita Jiro. This is why 
the tool is also called K-J Method or Affinity Charts 
(MindTools)

PURPOSE:
Organizing information and ideas into common 
themes

GROUP SIZE: Small to large

TIME EFFORT:
Depends on the complexity of the issue

PREPARATION:
A brainstorm to collect a wide set of ideas 

MATERIAL: Brainstorm word cards

FACILITATION PROCESS:
After a brainstorming session the gathered informa-
tion needs to be clustered and sorted into logical frac-
tions according to themes, sectors, categories or crite-
ria. The facilitator can start this process already during 
the presentation of the brainstorming results or it can 
be done later on.  The key challenge is to identify with 
the group reasonable themes that can describe card 
clusters – either in a ‘wild’ style like in Figure 17 or 
directly into a table with neat columns and rows. 

RESULTS AND FOLLOW UP:
Rate, score, and rank the different ‘sectors’, themes, 
categories or criteria to create a hierarchy or prioriti-
zation. Discuss the links between the clusters and get a 
better understanding of interdependencies, influences 
and power relations. The process can lead from stake-
holder identification into a stakeholder analysis using 
tools like Stakeholder Matrix, Venn Diagram and Sys-
temic Appraisal.

  Spider Web Diagram

SOURCE: 
Participatory monitoring and evaluation (Nadu 2005)

PURPOSE:
The spider diagram, which is also called wheel dia-
gram, visualizes a specific situation according to a 
set of characteristics, criteria or attributes. It is used 
to asses and to compare either individual or group 
perceptions of a condition, processes, performances, 
motivations, scenarios, projects, designs, etc. In some 
firms, the tool is used to monitor staff performance.

GROUP SIZE:
Individual person to large groups

TIME EFFORT:
15-45 minutes – depending on how long it takes to 
identify the different spokes of the wheel.

PREPARATION: NoneFigure 17. Different types of indicators are clustered  
in an affinity diagram
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MATERIAL:
Large poster, markers in different colors

FACILITATION PROCESS: 
 Clarify with the group which issue they need to evalu-

ate. Together define the set of themes, criteria, char-
acteristics or attributes of this issue which need to be 
assessed separately. Here we call them a ‘topic’. You 
may start this process with a quick brainstorm. If pos-
sible do not select more than 8 clearly distinguished 
topics. This is necessary to keep the diagram clear and 
understandable. It is very important, that each partici-
pant shares the same understanding of what is actually 
meant by each topic. 

Write the chosen topics on word cards and make a dia-
gram as in Figure 18. Each spoke or axis can be divided 
into 4-6 equal segments. 
To do the actual rating process you have different 
choices 

Each participant gets a different color and rates all 
topics individually and immediately connects their 
marks. 
Each participant marks an individual rating on 
every spoke. In the plenum the group defines the 
‘average’ rating for each topic and finally connect 
these marks to show the groups’ overall assessment

 It is important to discuss the result with the group 
to gain further insight: Why do they differ in opinions 
or why are assessments in specific topics so similar? 
Are they surprised about the overall picture? Why?

Figure 18. A spider web diagram displays the motivation of 
staff to work in a CSO

Figure 19. Using the spider web diagram in monitoring (Nadu 2005)
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RESULTS AND FOLLOW UP: 
You either end up with a set of webs in one diagram il-
lustrating each participant’s opinion or with an overall 
group assessment. If spokes and segments are equally 
long and clearly defined, values can be statistically an-
alyzed. Even the full area covered by the web can be 
calculated. The same process can be repeated with the 
same group at a later point of time for monitoring pur-
poses. Comparison of both results can reveal changes 
and new emerging needs or problems.

Figure 18 shows a ‘work motivation’ - spider diagram 
which was done during a CSO organizational analysis. 
After rating the topics, the group discussed the results 
in each topic and defined which motivators are actual-
ly most important to them to engage in CSO projects. 
They highlighted them with a star. Figure 19 illustrates 
a spider web diagram used in monitoring to visualize 
change among rice farmers and their families.

  Road to Progress

SOURCE: 
This tool was developed by Ehret and Kidd
(Gerster-Bentaya 2006)

PURPOSE:
The tool is designed for participatory situations and 
needs assessment. It increases the sense of community 
and triggers ownership. The process starts by looking 
at the positive sides of life and then focuses on chal-
lenges and needs which are identified by the group it-
self. The facilitator uses the illustration of a rough road 
to discuss the development challenges.

GROUP SIZE: Small to very large

TIME EFFORT:
1-2 hours depending on group size

PREPARATION:
Definition of core question. Decide on how you will ar-
range the plenum discussion in the room or outdoors.

MATERIAL:
A bag with pebbles or large beans for voting. You will 
need 3 per participant.

FACILITATION PROCESS: 
 Explain that the goal of this exercise is to find a 

consensus about which development issues are most 
prevalent or of highest priority in the community. 
Each community has subgroups whose members share 
needs and challenges which others may not think of. 
This is why we first work in ‘homogenous’ subgroups 
and later join together for presentation and discussion 
in the plenum. 

 Ask the group to define the subgroups into which 
they will split. Possibilities are according to gender, age, 
function, living conditions, family size, profession, etc. 
Subgroups should count less than 10 participants and 
it is favorable to have more than 4 subgroups. 

 Once subgroups are clear, explain the two key 
questions that the subgroups shall discuss. You need 
two key questions, a positive and a negative one. In 
general a key question starts like this:

What is it that you most favor or enjoy in “….”?
What are the greatest challenges you face in “….”?

The blank “….” can be replaced with ‘your life’, ‘your 
community’, ‘your work’ or other situations.. Instruct 
subgroups to agree on three answers for each of the 
two key questions. They shall not write down what 
they agree on but they shall choose one item like a 
bunch of keys, a flower, a bottle, a rock, a shoe, a watch, 
or any other item for each of the three answers to the 
two key questions. Whatever comes in handy. The item 
does not have to have a symbolic meaning. The goal is 
that each group finally brings 6 items into the plenum. 

 Send participants into sub-group discussions. You 
may provide the two questions and the instruction on 
a handout. Allocate up to 30 minutes for the task.  

 Back in the plenum ask all participants to join in 
a circle. This should be somewhere in a corner of the 
room because for the second part you will probably 
need the full diagonal of the room. Explain that the 
groups will first present the sunny side of their lives. 
You should always start with the ‘weakest’ subgroup. 
Usually you can follow the given hierarchy in your 
context. If members of the group, like in our case 
in Figure 20, are peers with no given hierarchy you 
may simply choose the group which comprises more 
timid or less dominant participants. The point of fol-
lowing the hierarchy bottom up is to make usually 
quiet voices heard. Ask this “weakest” sub group to 
step into the circle and explain to the plenum the 
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three joys they agreed on. They shall place all three 
items one by one on the ground in the circle with at 
least 50 cm distance between the objects. As soon as 
they finish, ask the other participants to repeat the 
meaning of these three items in an effort to memo-
rize them. All other groups follow according to the 
‘hierarchy’ and in turn place their answer items on 
the floor in the same way as before. And again, each 
time new items are added to the circle, they should 
be memorized by all participants. If other subgroups 
have similar answers, verify with the plenum if they 
think it is the same and if they would like to build 
a cluster. If yes, those items are placed together in a 
pile. Finally the facilitator or a participant summa-
rizes all positive aspects. 

 The same process is repeated for the challenges but 
this time symbols are placed along a line. This line is 
interpreted as the road with the challenges being pot-
holes or rocks hindering smooth passage. Again the 
weakest group starts. Each challenge of the group is 
presented to the plenum and the item is placed on the 
imaginary line or road. The meaning is clarified and 
repeated by participants. Items should be again 50cm 

apart.  Similar answers from other groups are again 
clustered in piles. The goal is that every participant 
knows exactly which item signifies which challenge. 

 Once more a volunteer summarizes and the facilita-
tor explains that each item or pile indicates a barrier or 
obstacle in their communities’ development. To express 
it more vividly you can walk up and down the line tak-
ing big steps over items or do slalom while talking: 
“Like a bad road with potholes or big rocks we now see 
all these challenges. These have to be leveled to enable 
progress. But where can we start? There are so many 
challenges! This is why you must now identify the ob-
stacles of greatest priority. To do this, each participant 
will receive 3 beans or pebbles to vote. You are now 
free to select your own key challenges. According to 
your personal opinion, please choose the three most 
important issues and put exactly one bean (or pebble) 
to each of the three selected ones. The result of this 
majority vote will be assessed together as soon as eve-
ryone has voted.”

 Distribute the pebbles or beans to each participant. 
Ask them if they are all really certain that they know 

Figure 20. Georgian CSO members from Kutaisi discuss challenges in self-governance and civic engagement
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which pile of items represents which challenge? Give 
them a moment to make their individual choices. In 
case the group is marked by a very strong hierarchical 
order you should ask the leaders to wait and give way 
to the others before they place their own vote.

 Ask volunteers to count the votes and write the re-
sults and challenges on pieces of paper. Place the pa-
pers next to the items in the road. Invite participants 
to discuss the result. Are they surprised with the out-
come? What is the outcome? Which challenges are of 
highest priority?

RESULTS AND FOLLOW UP:
The group has identified key challenges and ranked 
them according to most prevalent issues hinder-
ing development of the community. The problems of 
highest priority are selected for further analysis. This 
is best done by starting with a Problem Tree followed 
by stakeholder analysis and a system analysis using the 
M4P Lens.

  H-Form

SOURCE: 
The H-Form (Guy and Inglis 2011)
Tips for trainers – Introducing the H-Form  
(PLA-Notes 1999)
How to better represent different values in participa-
tory approaches (Hunsberger and Kenyon) 

PURPOSE:
To assess the overall perception of any kind of issue 
and identify positive aspects like best practices and 
success stories and challenges such as key problems 
and lessons learned. 

GROUP SIZE: 5-20

TIME EFFORT: Approximately 1 hour

PREPARATION:
Clarity on issue to be evaluated

Figure 21. How well does monitoring support organizational development? Georgian CSOs discuss their experience 
during a PME workshop



MATERIAL:
One big sheet or white/black board. It can be folded 
into half horizontally and thirds vertically.

FACILITATION PROCESS: 
 Present the core issue which is to be discussed. 

Write this as the title on the poster or board and ex-
plain the two key questions for the initial brainstorm. 
Key questions are:

What are the positive aspects like opportunities or 
chances of this core issue? 
What are the challenges faced with this issue? 

Give participants room to think and to write their 
ideas on pieces of paper. Ten minutes should be suf-
ficient. Make sure that each idea or answer is written as 
a single statement on a piece of paper. This first brain-
storming step can be either done individually or with 
sub-group discussions. 

 During the brainstorm draw a large H on the post-
er (see Figure 21). If you folded the paper in thirds you 
can use the folds as guiding lines. 
Explain that the middle bar is like a scale. It can be di-
vided into segments. Left is zero and right is for exam-
ple 10. Invite every participant to come forward and 
mark their overall perception or satisfaction with the 
core issue. Discuss differences among participants and 
ask them to agree on an average group score. 

 Now you call for the first volunteer to present the 
positive aspects derived during the brainstorm. Attach 
the word cards to the right side of the H and proceed 
until all participants are through. If statements appear 
to be similar ask the plenum if they believe the state-
ments match. If yes, they can develop clusters.

 Proceed the same way with the challenges.

 Ask a volunteer participant to summarize results. 
You may add that the right (positive) side indicates 
best practices while the left side may give a hint for 
lessons learned. Both sides together provide the back-
bone for further analysis or to develop a strategy. 

 Participants are now acquainted with all the differ-
ent perspectives of the issue and it may be that their 
own overall assessment has changed due to the discus-
sions among them. This is why each participant is once 
more requested to place their mark on the horizontal 
line of the H. Use another color for it or just draw a 

second line above or below for this second assessment. 
Again the group shall agree on the final average score 
and discuss why the overall assessment has changed.  

RESULTS AND FOLLOW UP:
There are many opportunities to continue with the 
gathered information. 
Ideas for activities can be collected and placed in the 
inner part of the H and used to develop an immediate 
action plan.
Challenges can be ranked and prioritized and further 
analyzed using the Problem Tree.
Positive statements can be further discussed to iden-
tify the full picture for best practices and cause-effect 
relations elaborated with the Solution Tree.
In case that positive statements are current activities 
of a project that should continue, the “Who does, who 
pays?” analysis may be a good choice to further the 
process.
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Chapter III
Methods and instruments
used in situation
and system analysis
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  Situation Mapping

SOURCE: 
Participatory Rural Appraisal (PRA)
Rapid Rural Appraisal (RRA)
Methodology for participatory assessments
(Dayal et al.)
80 Tools for participatory development (Geilfus 2008)
Participatory Impact Pathways Analysis: A prac-
tical method for project planning and evaluation 
(Douthwaite et al. 2008)

PURPOSE:
This participatory tool is used for stakeholder analy-
sis either during a strategic planning or evaluation 
process to gain clarity about the past, current or en-
visioned situation. It can be applied to visualize the 
groups’ own perception of:

The state of a community, village, region illustrat-
ing elements such as infrastructure, resources, 
land use, products, services, actors, relations, so-
cial status, cultural or religious facilities.
The situation within a firm or organization by de-
picting member groups and their hierarchy, rela-
tionships, roles, responsibilities, decision making 
processes, capacities, etc.
The capacities of clients or stakeholders and the 
interactions among them, focusing on character-
istics like knowhow, attitude, skills, practice and 
behavior, interest and power.

The choice fully depends on the issue and purpose of 
the map. The process of developing a map is very crea-
tive and analytical. It encourages discussions among 
the participants who bring in different perceptions 
and priorities and allows agreement on a common 
understanding of the issues. It helps to prioritize 
key challenges towards positive change or if done in 
retrospect, generates evidence of achieved change.

GROUP SIZE:
Small to large, preferably with smaller subgroup dis-
cussions

TIME EFFORT: Depends on size and detail of map

PREPARATION:
A discussion process to identify problem or needs 

In the last chapter we discussed the different opportunities of how to identify the most pressing problem and key 
topic for a new project. During this first project phase (see Figure 11) you will have most likely come across many 
more open questions than answers. That is why it is important to conduct a profound analysis of the situation and 
the system your project will be working in before actually deciding on a project design. This analysis will provide 
the necessary framework and knowledge base that is needed to find the best solutions, decide on a project approach 
and define its design. The selection of the methods and tools below intends to equip you with a wide range of in-
struments. Our focus is the variety – because participants quickly get bored if the same tool is used again and again 
-and of course their usefulness. They embrace and sometimes even merge many different approaches, concepts, 
“schools” and trends that have evolved over the last decades. However, the key point is that they are participatory 
and enable to gain insight in people’s perceptions, attitudes and motivations and help to discuss how and why co-
operation and support may or may not work.  
As in Chapter II, the participatory methods and tools described below are all of analytical nature and therefore also 
useful in monitoring or evaluation events.

Figure 22. A creativity box is handed out to each sub 
group
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MATERIAL:
Mapping can be done either outdoor on rather sandy 
ground with natural material or on paper with markers, 
scissors, glue and whatever is available for illustration. 
This can be different colored papers, safety matches, 
tooth picks, coffee beans, stickers, wool, buttons, post-
its. The goal is to create a 2D or 3D model of the situa-
tion. Prepare boxes in advance (see Figure 22) with all 
the material to get creative if you have several subgroups 
working on different maps at the same time.  It saves 
time and participants love these surprise boxes. 

FACILITATION PROCESS:

 Explain to the group what you would like them to 
visualize and agree with them on the focus of the map-
ping process and its core elements. 

 Before heading into the creative part it is helpful to list 
the key information that should be presented by the map. 
This can be done in a table format to organize the infor-
mation according to the desired categories, elements, 
quantities or other details and characteristics. If your 
group is large, split it in subgroups for this discussion. 

 Let the group work by itself to develop the picture 
or map and provide sufficient time. When finished the 
group shall present, discuss and summarize the result. 

 In case you aim to identify a strategy for change, 
you may head back into subgroup work to discuss in 
detail several questions. For example: Which elements 
need to improve in order to achieve a positive change? 
Which specific characteristics need to change? What 
is required to bring about this change? What strategy 
could the project aim for to induce this change?  The 
subgroups can collect and present this information in 
a table.

 Subgroups present their posters and discuss find-
ings in the plenum. 

RESULTS AND FOLLOW UP:
Embark on a ranking process of key challenges or ob-
served key changes. In case of a strategic planning pro-
cess, a solution tree could follow as the next exercise. 

Figure 23. How a Tbilisi based CSO depicts its complex work approach with a regional map
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  Scorecards

SOURCE: 
Community scorecards (ANSA-SAR)
Participatory monitoring and evaluation (Hilhorst and 
Guijit 2006)
The community scorecard approach for performance 
assessment (WaterAid 2004)
Citizen report and community scorecards (OSSREA 
Rwanda Chapter 2006) see examples starting from p. 90
Community scorecard process (Singh and Shah)
Livelihood asset-status tracking assessment sheet 
LAST- AS (Bond et al. 2003)
Participatory wellbeing ranking (NGO-IDEAs 2011)

PURPOSE:
Scorecards range from very simple client feedback to 
highly complex assessments. They enable us to do the 
following: 

Capture the baseline perception of a groups’ qual-
ity concept
Assess the current situation
Detect challenges and issues
Track and asses change in the condition or perfor-
mance over time

The tool is a standardized form which can be devel-
oped in a participatory manner. The scorecard is filled 
in individually and anonymously or open and trans-
parent or even through a group consensus. The format 
can range from a card up to a poster. The four promi-
nent areas where scorecards are being used:

The private sector uses balanced scorecards to moni-
tor company performance. The four key areas financ-
es, processes, learning and customer are assessed. 
Good governance scorecards are used to moni-
tor government performance. An example is the 
Rwanda Governance Scorecard 2012 (OSSREA 
Rwanda Chapter 2006). 
Citizen or community scorecards are used to 
monitor public services. They can combine the 
four key perspectives of good performance budg-
et, implementation process, service quality con-
trol and beneficiaries’ needs. 
The wellbeing ranking captures the development 
in a community according to their own under-
standing of wealth and excellence of infrastruc-
ture, service, rule or other life quality categories

GROUP SIZE: Small to large

TIME EFFORT:
Depends on size of group and scope of assessment

PREPARATION:
You should have some clarity on the detail and scope 
of the assessment tool which you intend to develop 
with the participants. What shall be its key focus and 
which categories should it cover? You may define this 
in a workshop or focus group discussion with a small-
er expert team. Check out the Capturing Dimensions 
of Change tool and decide if it would be useful in your 
context.

MATERIAL:
Huge poster or board; pieces of paper, markers, scotch 
tape, flipcharts and posters.

FACILITATION PROCESS:
The scorecard or the wellbeing assessment sheet is a 
participatory monitoring tool. The result must reflect 
the quality concept of the target group! This is why the 
scorecard itself must be developed with the relevant 
stakeholders. The process is nothing else than defining 
indicators and sub-indicators. It can be rather chal-
lenging because the result must be practical, useful 
and repeatable. Whatever your goal is, there are cer-
tain steps to follow. But be creative!

 The first step is to finalize and agree on the set of 
categories that need to be covered with the score card. 
You may follow a process from brainstorming, affinity 
diagram to ranking. See also Table 15 Influence matrix. 
It can serve for ranking and selecting the categories. 

 Once more brainstorm or discuss and agree on the 
set of sub criteria of each category. This leads into the 
selection of the set of performance indicators of this 
issue. 

 Determine ‘good’ and ‘bad’ performance of each 
quality criteria. This can be done by using different 
methods: 

Performance statements and rating categories (see 
Table 6 and Table 7) similar to the Likert scale 
(Harvey 1998) which ranges from fully disagree 
to fully agree.
Statement ladders which describe the different 
levels of performance from undesired to desired 
situation as described in the Polarized Statements 
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Inquiry tool using the interview matrix approach 
(see Table 4 or something similar to Table 8).
Statement ladders combined with a ranking from 
1-100 as used in the Wellbeing Ranking approach 
(Table 10).
A simple scoring option (see Table 9).

There are no rules that define the exact appearance of 
a monitoring scorecard but it is important that the re-
sult is ‘handy’, practical and provides clear instructions 
that the user can easily follow.

 Finalize the scorecard, test it and start with the first 
assessment.

RESULTS AND FOLLOW UP:
Make sure to have a standardized process for data col-
lection if cards are used for regular monitoring. The col-
lected data must be comparable. Results of the scorecard 
monitoring should be shared with the data collectors and 
if possible with the public to make use of it as a trans-
parency tool. For catchy result presentation you can 
use a barometer or dashboard chart. To gain a broader 
perspective on the issue it may be useful to either ask 
different stakeholders to assess the same scorecards or 
develop specific scorecards for different stakeholders. Fi-
nally, share and verify your results in discussions with the 
stakeholders. After all, the scorecard is foremost a tool to 
learn from and to improve a situation. 

Tip for facilitators

Get the point
If possible provide an even number of selection state-
ments like very bad– bad – good– very good or rating 
values 1-2-3-4 instead of an uneven set. People tend 
to assess with ‘medium’ because it spares them from 
having to take a clear position. But a medium, average 
or adequate result is neither tremendously meaningful 
nor helpful if we want to draw a clear conclusion, de-
rive specific recommendations or detect a trend.

Table 6. Performance rubrics for statement ladders (Davidson et al. 2011)
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Table 7. Quality assessment score card

Table 9. Simple client satisfaction card

Table 8. Polarized statements in a score card
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  Problem Tree

SOURCE: 
VSO Facilitator Guide to Participatory Approaches 
(VSO 2009)

PURPOSE:
The problem tree analysis has been used for many dec-
ades around the world. It is used to identify causes and 
consequences of a problem within a group. This leads 
to a better understanding of the relevant context, ac-
tors and underlying issues. This participatory tool cre-
ates awareness of the importance and the scope of a 
problem. It triggers interest among participants, urges 
them to find out more about the problem and find 
suitable solutions together.

GROUP SIZE: 5-30

TIME EFFORT: 1 hour

PREPARATION:
Identify the core problem you intend to analyze with 
the group or select it using the Road to Progress.

MATERIAL:
a board with marker/chalk or a large poster and pieces 
of paper for word cards

FACILITATION PROCESS: 

 Introduce your participants to the purpose of the 
exercise which is to analyze the selected issue. Write 
the issue in the center of the poster. This will be the 
trunk of the tree. 

 Start a questioning process to identify the conse-
quences of this problem in case there is no improve-
ment. What happens? What happens next? And what 
is the consequence of this? Write the ideas on the 
poster like they are branches of the tree. An unsolved 
problem usually creates new problems and side prob-
lems. In general the final consequence is ‘death’ which 
means that all outer twigs of the tree will contain some 
kind of bad fruits. They are named with terms of some 
kind of final destruction. 

 When the group has finished elaborating the con-
sequences, summarize them and introduce the idea 
that every problem has consequences but it also has 

causes. Elaborate with the participants what caused 
the problem? Why did it become so prevalent? Again, 
dig deeper within each idea; try to identify the causes 
of the causes and so on. Write each idea on the poster 
like parts of a root system of the tree. They are con-
nected to each other according to the cause-cause rela-
tionship as shown in the picture. 

 Once more summarize and explain that together 
you have been able to analyze the core problem and 
found a wide range of consequences and causes. You 
may once more ask why participants think it is neces-
sary to tackle this problem? Whose problem is it? Who 
has an interest in a solution being found? Who is re-
sponsible for finding a solution? And who should solve 
the problem? Very often it takes a while for people to 
realize that whenever they face a problem which affects 
them, they are indeed both: the core people interested 
in the resolution of the problem and the key actors for 
finding the solution. But once this concept has settled, 
people start to realize they are responsible for finding a 
solution and take ownership to push for it.

RESULTS AND FOLLOW UP:
Many facilitators suggest to immediately follow-up 
with the Solution Tree. However, we believe further 
analysis of the problem and the people involved is usu-
ally needed. You may use tools for stakeholder analy-

Figure 24. Elaborating consequences and causes of a 
problem
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sis like Stakeholder Matrix and Trend Analysis, Venn 
Diagram, Force Field Analysis, SWOT Analysis and 
Timeline or Process Map of Change as well as a system 
analysis with the M4P Lens and finally compile your 
insights in a Solution Tree.

Tip for facilitators

Low budget
If you cannot work directly on a black or white board 
or want to keep the end result of your problem tree as 
a hard copy, you can also use brown or grey packaging 
paper on rolls. It should be at least 1m wide. Cut it into 
desired poster size. Flipchart posters are usually too 
small in size. White wall paper is too slim and easily rips 
apart. It is currently available in Tbilisi at ‘dale’ – www.
dale.ge. Another option is to use white cotton cloth. Pin 
a bed sheet to a wall and attach word cards with needles. 

  M4P Lens

SOURCE: 
The lens is an element of the analytical process of the ‘mak-
ing markets work for the poor’ approach – also branded 
M4P by the UK based Springfield Center (Springfield). 
This approach is part of the current global trend towards a 
more systemic, participatory and pro-poor oriented mind-
set in private sector, market or value chain development 
and development aid at large. You may want to check out 
the web site of the Donor Committee for Economic Devel-
opment (DCED) and the USAID ‘framework for inclusive 
market system development’ (Campbell).
The tool (OP Guide 2008) provides a stylized view of 
the market system. It is designed to analyze value chain 
interventions but has also proven to be very valuable 
when assessing the situation for any kind of project or 
program focus and type. 

PURPOSE:
With the M4P lens you can depict or map the sys-
tem for which a project intervention aims to induce 
systemic change. The participatory analysis helps to 
identify weak linkages in order to select entry points 
where change is most likely to have a sustainable and 
self driven impact. 
Be careful to distinguish between “changing the sys-
tem” and “systemic change”! You may want to review 

“Systems, system actors and our help” on page 9 in 
Chapter I: General concepts in development aid. A 
system where people with different interests, power 
and values are naturally involved is rather complex. 
Systems are self-organizing with balancing and rein-
forcing mechanisms. Changing the system by specifi-
cally aiding one group of people may cause unintend-
ed damage to another group and will probably not 
generate a continuous improvement. The systemic 
approach aims to understand the connections be-
tween the systems’ actors in order to find opportuni-
ties to induce self-change or ‘healing’ of the system 
(as in caring for a cat) compared to direct problem 
interventions (as in fixing a washing machine). 

GROUP SIZE: 10-20

TIME EFFORT: 1-2 hours

PREPARATION:
Select participants who are key experts in the sector and 
who represent or are knowledgeable about the situation 
of the different stakeholders of the system in question. 
It is recommended to use the M4P lens after completing 
a problem tree analysis with the same group of partici-
pants. Review chapter I pages 7 to 16. 

MATERIAL:
White or black board, word cards, markers

FACILITATION PROCESS:

 Introduce your participants to the difference be-
tween system change and systemic change. You can do 
this by asking two volunteers to stage a pantomime. 
One shall play a cat and the other a washing machine. 
The rest of the group will have to guess what the panto-
mimes are playing. Once they have figured it out, pin a 
picture of a cat and a picture of a washing machine to 
the board and ask participants to explain the differenc-
es between these two systems. Finally ask the group: 
Are you working more in a system like the machine 
or the cat? Do your interventions use the approach of 
fixing something just like mending the machine or are 
they more like tending to the cat?

 Brainstorm with the participants to identify as 
many actors as possible who are in anyway involved in 
the system. Write all actors on pieces of paper and stick 
them to the side of the board.

 To develop the lens you start with the core. Ask your 
participants to identify all actors who are directly affected 
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by the problem. These are the people who are in personal 
contact with the issue. In a value chain this would be all 
actors who at one point of time physically held the prod-
uct, being part of the demand or supply function (see 
Figure 25). In a healthcare program this might be the pa-
tients and everyone who is directly in contact with the 
patient like their caring relatives, the health care workers, 
doctors, pharmacists and others. In an advocacy project 
which is campaigning for better maternity leave regula-
tions this would be the mothers/babies/families and the 
employers. In Figure 26 participants discussed the sys-
tem of civic engagement and identified the core as the 
state and society being linked through NGOs and media. 
These core actors should be in a direct demand & supply, 
producer & client or provider & user relationship. 

 Once your core actors have been identified, dis-
cuss with the group what roles they have. What is their 
function and how do they relate to each other? Ask a 
volunteer to keep notes on a separate paper. Once the 
group has sufficiently elaborated this core, ask them to 

align the cards of core actors and their functions (de-
scribed by a verb) in the center of the eye, arranging 
them in a logical sequence.

And who are ‘the poor’?
 Discuss with the group where within the core they 

would allocate the ‘poor’? Are they more in the sup-
ply side, in the demand side or do they see groups of 
“poor” actors along the whole chain? Is it the dairy 
farm worker, the dairy factory laborer or the margin-
alized child who needs milk? While focusing on aiding 
the poor we often forget that the poor are not just in 
one group. With a systemic mindset we may realize a 
change for many more beneficiaries!

 Apart from the direct relationship between the core 
actors, their individual performance and collaboration 
greatly depends on the general framework which en-
compasses the rule and the supporting functions. This 

Figure 25. The M4P lens offers the opportunity to visualize the system of our core issue (OP Guide 2008)
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builds the enabling environment.
The rule refers to existing laws, regulations and stand-
ards but it also regards informal rules and norms such 
as cultural traditions, religious beliefs or even mafia-like 
influence or rebel powers.
The supporting functions comprise all services 
that are necessary to maintain and develop the core. 
They include the infrastructure, coordination, research 
& innovation, information & media, skills & capacity, 
and all direct services like supply of finances, consulta-
tion, hardware and others.
Draw two half circles around your core like the upper 
and lower lid of an eye. Choose any of the remaining 
actor cards and ask the group what role or influence 
this actor has towards the core. Write the answers as 
rule or function items on pieces of paper and add them 
to the respective half circle. Some actors have several 
roles. Likewise, several actors can share a function or 
power. This is why we do not just arrange the actor 
cards around the core but focus on "how" they affect 
the system. Continue the process until you are con-
fident that you have covered the broad spectrum of 
rules and supportive functions. In our example from 
Ozurgeti the support functions comprise research and 
science, information, finances, PR and marketing, in-
frastructure and communications, innnovation and 
technology, and coordination. Rules were defined as 
tax benefits, standards and norms, local taxation, ur-
ban plans, visa regime, and hospitality traditions.

 Step back from the picture pretending to look at it 
with a binocular or a telescope and ask the group how 
satisfied they are with this picture of the ‘system’. Does 
it reflect the situation as they perceive it? Is there still 
something missing in the broad picture? Through cre-
ating the problem tree and the discussions that evolved 
during this process of defining the lens, many issues 
must have already been identified. 
 

 Invite participants to now take a look at the picture 
with a magnifier and inspect/explore the different rela-
tionships between the rule and the core as well as the 
supportive functions and the core. What is working re-
ally well? Where do they see constraints, barriers, chal-
lenges? Use the two following questions to facilitate the 
process of identifying the weak points.

Who is not doing what they should be doing?
Who is doing something they should not be doing? 

Give participants enough time to study the picture and 
take notes on their ideas. After about 10 minutes let 
them share their insights. Invite individual participants 

to come forward and circle the specifically strong and 
weak points with a marker and briefly explain and dis-
cuss with the group how and why this challenge affects 
the core. Take notes yourself and write only key words 
on pieces of paper. Attach it to the marked areas. Do 
not yet aim at an in-depth analysis but gather as many 
challenges as possible. 

 At the end you may ask your participants to quick-
ly rank the identified challenges according to impor-
tance. This will help to prioritize the further process of 
situation analysis.

RESULTS AND FOLLOW UP:
Continue to analyze the identified challenges of the 
lens in depth. You may choose tools from Chapter I 
and II to understand cause and consequence relation-
ships in that specific segment, elaborate power struc-
tures, identify actors’ interests, etc. Do not hesitate to 
apply the lens again and again while digging deeper in 
your detail analysis of the system.

Know it all?
The more we analyze a situation the more we may realize 
how little we actually know. During the situation analysis 
many such knowledge gaps emerge. It is helpful to assign 
one participant to keep notes on “What we do not know 
yet”. These are issues where participants express uncertain-
ty about context, cause-consequence relationship, needs 
and willingness, power and influence, capacity, etc. Those 
points are important and should become part of further in-
vestigation during the situation or system analysis process.

Figure 26. Workshop participants of the local self-govern-
ments in Guria defined the system of the tourism sector. 
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  “Who does, who pays?”

SOURCE:
Adapted from M4P (OP Guide 2008)

PURPOSE:
This stakeholder analysis tool helps to identify sustain-
ability issues of specific functions in a system and fa-
cilitates the choice of appropriate strategies. It can be 
used during the design phase of a project or towards 
the end to define the “handing over” strategy. 

GROUP SIZE:
5-20; selection of participants can be the same as in the 
lens or a smaller team

TIME EFFORT: 1h

PREPARATION:
M4P lens. Draw a big chart on the board as shown in 
Table 11

MATERIAL:
White/black board, markers, pieces of paper 

FACILITATION PROCESS:

 Explain to your participants that the existence of 
specific functions and their performance depend on 
the actors’ interests and how they contribute to it. Most 
functions are activities and activities usually come at 

a cost. The tool is used to identify why certain system 
functions may not be optimal at the moment or why 
they are at risk of becoming dysfunctional in case sup-
port by specific actors like subsidies, capacity building 
or consultation break off. 

 Ask participants to list all relevant functions they 
want to discuss. Write them on pieces of paper and at-
tach them to the second column. This may be the spe-
cifically challenging functions which were identified 
in the lens tool. If you have a big set of functions you 
may opt to choose subgroups for the following three 
steps and conduct plenum meetings in-between, dur-
ing which participants share and discuss their results. 
As usual, ask participants to write results on pieces of 
paper which you can add to the chart. 
 

 Guide participants through the process of identify-
ing the actors who currently contribute actively to the 
performance of the function and who actually pay for 
it. If applicable you can ask participants to allocate per-
centages of share between actors in doing and paying. 
 

 In order to be able to improve a function it is nec-
essary to know your ally. These are the people who 
have an interest in this function performing well. They 
might be completely different actors from the ones 
identified in step 3 but could eventually have a strong 
positive influence. 

 Guide your participants in imagining the ideal per-
formance of the system – a future vision. Who would 
be doing the function in xx years and who will be pay-
ing for it? 

Table 11. “Who does, who pays” assessment sheet

7 Refers to Figure 25



P R O J E C T  M A N A G E M E N T
H A N D B O O K65

 Once this chart is completed, discuss with the 
group the overall result. Highlight the specific in-
sights together using different markers or post-its. You 
may encourage the discussion with questions such as: 
Which functions show very low or very high changes 
in actors between columns? Why do we anticipate this 
change? What would it imply for the projects’ inter-
ventions and the transition process? Which actors are 
listed more frequently throughout the chart? Have we 
identified new interesting actors? Did we detect actors 
with roles we had not thought of before? Are there no-
toriously difficult actors and why would they behave 
like this? Does the overall picture reveal potential 
partners? Thinking of potential intervention strategies 
– what does the chart disclose?

RESULTS AND FOLLOW UP:
use the results of the tool to discuss and select strate-
gies, apply solution trees for selected functions, con-
tinue with stakeholder analysis tools such as Venn 
Diagram, Stakeholder Matrix and Trend Analysis or 
Systemic Appraisal.

    

  Stakeholder Matrix  
    and Trend Analysis

SOURCE: 
Promoting pro poor growth (OECD 2007)
Power mapping – a visualization of a stakeholder pow-
er matrix (Schiffer 2007)
Stakeholder Analysis Matrix (PMDpro 2011)
Valuation Matrix – Smiley Face Scale (Gawler 2005)
Influence Matrix (Tinytools 2010)

PURPOSE:
A matrix8  is in general a data set arranged in columns 
and rows. It is presented in the style of a table and 
informs on different aspects of a specific item, issue, 
group, etc. Matrices are very applicable in participa-
tory processes because they allow individual or group 
rating and enable great transparency to evaluate a situ-
ation and decision making processes. Below are some 
general types:

The informative matrix (Table 12) is used to de-
scribe the information about elements (rows) 
according to a set of criteria (columns). It often 
serves as a baseline for other matrix types or for 
mapping exercises (Schiffer 2007). A typical in-
formative matrix is the Log Frame.

The valuation matrix (Table 13) is used to compare 
elements according to their performance within 
a set of criteria. It can also be applied to evaluate 
the satisfaction of stakeholders (Gawler 2005). The 
range of values that can be attributed to each field 
must be agreed upon beforehand. You may use only 
positive ratings, a range from negative to positive or 
use symbols such as arrows, stars, question marks, 
emoticons (smiley-face) or post-its. Be creative but 
make sure everyone follows the same concept when 
allocating the values. In addition you may choose 
one column to be more important than others and 
attribute an additional weighting to this column. 
The left column provides the sum for every element. 
Rank the elements and take your informed decision. 

The contribution matrix (Table 14) provides the op-
tion to compare the performance of two different 
sets of elements. Elements listed in the columns are 
the so called active contributors, while elements in 
the rows are passive recipients. When distributing 
values to the fields the guiding question is: How does 
the column element act or relate towards the row el-
ement? The relationship between both element sets 
could refer to ‘having interest in’, ‘support’, ‘contribute 
to’, ‘facilitate’, ‘alleviate’, ‘improve’, etc. Choose a value 
range from negative to positive like -2 to +2 if you 
intend to detect counter forces. Your row score pro-
vides the information on how strongly each row ele-
ment is influenced by the sum of column elements. 
The column score tells you which column element 
has the greatest impact on the sum of row elements. 
Again take your informed decision after ranking the 
elements according to scores.

The influence matrix (Table 15) is very similar to 
the contribution matrix but the key difference is 
that row and column elements are identical.  It in-
vestigates the power and dependency relationship 
within the same group. The guiding question is: 
Does the column element have a greater influence 
than the row element? If you intend to distinguish 

8  Please don’t get confused. Many web sources use the term matrix but present it in the form of a scatter diagram for 
which we use the term Systemic Appraisal. Our focus is not the naming of a tool but its purpose and usefulness!
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the level of influence of one element over the 
other choose to distribute rating points instead 
of a simple tick. Count and rank the row scores 
to identify the weakest element and the column 
scores to identify the strongest element. 

The historical matrix or trend analysis (Table 16) 
compares elements in rows according to different 
years in the columns. The fields of the matrix can 
either contain a description of the situation of the 
element in the specific time period and/or rate it 
according to the contribution to development. An 
overall score of each element can reveal its impor-
tance in the historical development context.

The development of the stakeholder matrix is usu-
ally an internal process of a project team and selected 
stakeholder representatives or key experts. The tool is 
used to assess the situation of the relevant actors, their 
relationships and to identify and select potential ben-
eficiaries, target groups or strategic partners for inter-
ventions. A matrix always serves to take well informed 
and transparent decisions. As mentioned above, the 
tool is also very helpful and easy to use in a more pub-
lic setting if the decision making process intends to be 
transparent and participatory. 

GROUP SIZE: Small to large

TIME EFFORT: Depends on the process

PREPARATION:
Selection of the team with stakeholder representatives or 
experts who have sufficient knowledge about the stake-
holders. The stakeholder analysis is an integral part of a 
situation analysis and should be combined with the tools 
from chapter IV and V. It’s good to build on the informa-
tion gained from problem tree and M4P lens analysis.

MATERIAL:
White/blackboard, markers, pieces of paper 

Tip for facilitators

Draw wiggly lines instead of straight lines if you need 
to make a large matrix. You don’t need a ruler and it 
still looks great.

FACILITATION PROCESS: 

 Before heading into the process of developing a 
matrix, summarize briefly with your participants the 
insights you have gained so far about the situation and 
its context. What is the core issue? What are the main 
consequences and causes of this issue? Which are the 
key functions within the issue’s system (see M4P Lens). 
 

 Define clearly the purpose of your matrix and 
choose a type. You may also opt for a sequence of ma-
trices starting with the informational matrix to collect 
all relevant key facts about your stakeholders (PMD-
pro 2011). This information facilitates the develop-
ment of a valuation, contribution or influence matrix. 

 Choose column and row numbers and wording. 
Draw the matrix on the board or large poster9 and 
write the headers and titles into the respective fields.

 Agree on a rating, weighting, and scoring scheme. 
 

 Guide the adding of information or values into 
the respective fields. Guiding means that you do not 
boldly ask “What shall we enter in this field?” Please 
always use a figurative but neutral language that de-
scribes what has to be entered into the fields in a de-
tailed way. You have to help your participants to switch 
perspectives from column to column and row to row. 
Otherwise, they get confused and lost. 

 Finalize scoring and ranking with participants. 
Discuss results and invite a participant to summarize 
the findings.

RESULTS AND FOLLOW UP:
The values and scores of the matrix enable us to visualize 
the results using all kinds of charts. A valuation matrix 
for example can be visualized using the format of the 
Spider Web Diagram, a bar chart or pie diagram. Con-
tribution and influence matrix can also be combined 
and transformed into a scatter diagram (see Venn Dia-
gram, Systemic Appraisal and (AIIM)). There are lots of 
cool ways to present data more effectively. Check out the 
Stephen Few’s Graphic design IQ Test (Perceptual) be-
fore you head into making charts. Stephanie Evergreen 
suggests using bar charts over pie charts because we 
easily compare lengths but have trouble judging areas 
(Evergreen, Stephanie D.H. 2014).

9 Check out the budget tip in Problem Tree
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Table 12. Stakeholder informative matrix

Table 13. Valuation matrix

Table 14. Contribution matrix
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Table 15. Influence matrix

Table 16. Trend analysis
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  Venn Diagram

SOURCE: 
Venn diagrams originate from mathematics and logic 
theory
Stakeholder mapping/Venn diagram (VSO 2009)
The power mapping tool (Schiffer 2007)
Venn diagram on institutions (FAO)
Venn diagram tool and case study (Appel et al. 2012)

PURPOSE:
In development work we often use this participatory 
tool as part of a stakeholder analysis. With it we can 
better discuss, understand and agree on the relation-
ships between different groups of people who are 
somehow connected, dependent on or involved with 
each other. It is also useful in organizational analysis 
or family constellation. With a Venn Diagram we can 
identify:

The different groups involved
The closeness or distance between the groups
The elements of overlap
Groups that are excluded
Groups that dominate
Dependencies
Supportive connections
Barriers in relationships 

GROUP SIZE: Small to big

TIME EFFORT: Approximately 1 hour

PREPARATION:
Selection of the participants who should represent the 
different stakeholder groups, definition of the topic, 
instructions for subgroup discussions

MATERIAL:
Large white or black board or flipchart poster(s), color-
ful paper, scissors, sticky notes, colorful wool, markers, 
glue and maybe small items like coffee beans, buttons, 
stickers etc., task description for group work

FACILITATION PROCESS:
Depending on the size, familiarities, relationship or hi-
erarchy of your participants you may decide to work in 
smaller groups with 3-5 people each. 

Tip for facilitators

Small is beautiful
Usually people are more involved and engaged in 
group discussions when the group is smaller. If possi-
ble work with sub-groups and join later in the plenum 
to exchange findings and conclude. 
You can choose to work with randomly mixed groups 
but if it is better in your context consider to group par-
ticipants according to power, interest, region or other 
criteria. Unless you opt for only one group which you 
guide through the process, please do not forget to pro-
vide written instructions for the subgroups. 

What should we do?
Participants tend to forget group work instructions. 
They fail to listen attentively as soon as they know that 
they have to head into a group exercise. Maybe this 
happens because every participant relies on peers? Be 
kind and write key questions either on the board or 
give handouts with the task to the groups.

 Start with defining the different system actors. But 
be careful and guide participants so that they really fo-
cus on people and not on institutions! Development 
work aims to involve and reach out to individuals. It 
is all about personal contacts and influence. List the 
actors on a piece of paper or on the side of the board. 

 Discuss and agree on a power hierarchy. If you have 
done an influence matrix you may already have this 
ranking. Cut out paper circles for each of the actors 
with different diameter sizes to represent their level of 
power or influence. Write the name of the respective 
actor on the circles. 

 Arrange the circles on the board or poster accord-
ing to their relationship. Actors who collaborate should 
be closer together. If they share the same members or 
structures they might overlap or a small actor might even 
be fully enclosed within a larger one. As an example see 
‘judges’ within ‘Ministry of Justice’ in Figure 27. Stake-
holders who never get in direct contact would be very 
far away from each other. The positioning of the circles 
should be a process of lively discussion and negotiation. 
Do not yet stick the circles to the paper – keep this map-
ping process as flexible as possible to the very end. 
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 If overlaps between actors occurred, take a sticky 
note and write what this overlap reflects on it and stick 
it on the overlapping portion. 

 Discuss and list the different types of relationships 
that exist between the actors. This can be mutual ac-
tivities, consultancy, rule, financial connection and 
others. Choose a color or pattern for each relationship 
like different colors and straight, broken, dotted, wig-
gly or curly lines. You can use one corner of the paper 
or board for an index to list all different characteristics 
of relationships. Allocate the respective relationship 
lines between the respective actors. You may also want 
to visualize specific characteristics such as wealth, de-
mographics or a specific cultural or political role. To 
do this you can again just write it on a post-it or al-
locate them to a symbol. If you have identified a group 
that is part of the system but have apparently excluded 
them, discuss why this is so. 

 Once the group or subgroup is happy with the dia-
gram it is time to glue the different items to the paper. 

 Invite participants to present the results, discuss and 
summarize findings. If you have worked in subgroups, 
this process is especially important. Each subgroup shall 
introduce their picture to the plenum. In a final round 
ask participants to discuss what they have learned. 
What was surprising? What would the overall picture 
look like? If time and the group structure allows, you 

can add a last step and develop a joint diagram with the 
group. Depending on an actor’s position and perspec-
tive the constellation may look completely different. The 
primary reason of this tool is the process of discussion. 
Being a member of a system we are often unaware of 
the bigger picture. This participatory process enables 
stakeholders to identify, reveal and understand hidden 
barriers, find limitations and potentials for cooperation, 
become aware of support structures and identify new 
allies. It empowers, helps to induce self-development 
and reveals opportunities for interventions. 

RESULTS AND FOLLOW UP:
The result is a picture of the relationships of system ac-
tors and a wealth of insight on how and why actors re-
late to each other. A logical follow up is to further study 
weak or broken relationships in order to find solutions 
on how to mend or improve them. Instead of digging 
into a cause/consequence analysis (problem tree) you 
may focus on a constructive positive approach such 
as Visioning, Wonder Question, creating an ideal 
Situation Map that depicts the desired relationships 
and collaborations between actors (Douthwaite et al. 
2008), a Bridge Tool or a Solution Tree. 
Repeating this tool during monitoring events can serve 
to detect changes within the actors’ constellations and 
relationships and reveal evidence of project success.  
The size of the actors’ circles can also be used to add 
information into a Systemic Appraisal.

Figure 27. A possible constellation of actors
in a child protection program...

... and a real-life excemple from a workshop 
in Guria 2015
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  Force Field Analysis

SOURCE: Force Field Analysis (Mountain)

PURPOSE:
The Force Field Analysis is a participatory visualiza-
tion tool with which we can discuss and agree on the 
different forces of actors and issues and their level of 
strength to support or inhibit development.

GROUP SIZE: small to large

TIME EFFORT:
60 min depending on duration of discussions

PREPARATION:
Clearly defined issue – for example a problem tree 
analysis

MATERIAL:
White/black board or flipchart poster – the bigger the 
group the larger.

FACILITATION PROCESS: 

 Introduce your participants to the purpose of the 
workshop, the issue and its context. Summarize gained 
results of the participatory problem analysis. You can 
start the analytical process by organizing sub groups 
for brainstorming discussions with 3-4 participants 
each. The goal is to identify a broad range of positive 
and negative factors that influence change. 

Figure 28. The force field analysis uses drivers and inhibitors of change to identify the best project strategy
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 Draw a chart similar to Figure 28 on your board 
and ask participants to name all those identified fac-
tors. They can be either actors or issues. The chart pro-
vides some idea of the range of factors that can drive 
or accelerate change and factors that inhibit, restrict, 
oppose, hamper or block change. Write each contribu-
tion on a piece of paper and clarify how the group as-
sesses this force. Is it either a positive drive for change 
or does it restrict change? Stick the card on the respec-
tive side of the list. If you like the example shown in 
Figure 29, which compares the current and future 
situation, you can attach the word cards of driving and 
hindering factors into the upper or lower center.

 Once you have identified all positive and negative 
forces, discuss with the group the level of contribution 
each item makes. Again the point of the tool is not to 
gain a nice picture but to gain information! Discuss: 
Why are forces stronger or weaker? What are the con-
sequences of support, resistance or blockage? What 
are underlying causes? Are there links between the 
factors? Can some driving forces contribute to weaken 
opposing forces or to gain allies? Draw thin or thick 
arrows to illustrate weak or strong forces and write ex-
planations like objectives, issues or risks on pieces of 
paper which you attach to the arrows. 

 In a final step you may even rank the driving and 
opposing forces according to their level of influence 
on change. 

RESULTS AND FOLLOW UP:
The information of this chart can feed into further 
analysis like the SWOT or can be used to identify 
critical strategies and intervention opportunities in a 
visioning process or solution tree. In case of a real con-
flict situation you may also continue with identifying 
and analyzing the context of  the so called dividing fac-
tors or sources of tensions and the connecting factors 
or local capacities for mutual understanding and peace 
(DoNoHarm 2007). 

  SWOT Analysis

SOURCE: 
Strengths, Weaknesses, Opportunities and Threats 
(Community Tool Box)

PURPOSE:
The tool is used to understand potentials and risks of 
a situation and to identify possibilities to use them as 
supportive or preventive measures.

GROUP SIZE: Small to large

TIME EFFORT: 60 min

PREPARATION:
Problem identification and some initial situation anal-
ysis

MATERIAL:
White or black board and/or flipchart posters, mark-
ers, pieces of paper. Draw the chart frame to the board 
or on a poster.

FACILITATION PROCESS: 

 First step is a brainstorm to identify as many issues 
as possible in strengths, weaknesses, opportunities and 
threats. You may decide to do this either in subgroups 
or to hang up 4 posters (S,W,O, and T) for each issue 
and ask participants to move from poster to poster.  

Figure 29. Variation of a force field analysis (Gawler 2005)
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 Discuss the issues for each SWOT topic one by 
one in the plenum and clarify meanings. List the ideas 
in the respective field. In Figure 30 this would be the 
darker ones. If in the discussion you identify new is-
sues, add them to the lists. Split participants into four 
groups and give each group the task to discuss in depth 
one of the strategy questions in the chart. 

Tip for facilitators

World-Café
You may also use the world café  approach. The set-
ting is four tables each with a flipchart poster, markers, 
the respective question and a participant or co-facili-
tator assigned to each table as group-moderator. Par-
ticipants choose a table and discuss with their group. 
They write all key ideas on the poster. After 10 minutes 
each participant chooses a new table. Only the group-
moderators remain at their assigned table. The rota-
tion is random and groups can remix. The task of the 
group-moderator is to introduce the new participants 
to the findings of the first group. They invite partici-
pants to discuss and add new comments.  The rotation 
from table to table continues until each participant has 
discussed every one of the four questions. 

 In case of the café type workshop the group-mod-
erators can either hang their posters directly into the 
four center fields of the chart or write all findings on 
pieces of paper and stick them into the respective sec-

tor on the chart (see Figure 30). They present the iden-
tified strategies to the plenum and participants discuss 
and draw conclusions. You may also invite participants 
to name or rank the best strategies. 

RESULTS AND FOLLOW UP:
The SWOT provides a rich basis from which you can 
identify and select strategies to prevent threats, over-
come weaknesses, embark on new opportunities and 
make best use of own strengths. You may follow up 
with any of the tools in Chapter IV: Methods and in-
struments for solution finding and decision taking.

  Timeline or Process
    Map of Change

SOURCE: 
Quality of life curve (Neubert 2010)
Mapping outcomes (WBI 2013)
Trend diagrams and life lines (CORE 2006)

PURPOSE:
A timeline is used to identify and discuss major chang-
es experienced by members of the same group. It helps 
to better understand how and why a specific condition 
evolved. Consequences of events and triggers for im-
provements or deteriorations become visible. 

Figure 30. The matrix for a SWOT analysis has eight and not just four sectors. Its purpose is to find the right strategy.
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It’s catchy
This simple chart is a very helpful tool in project evalu-
ation to visualize how interventions lead to change and 
how the project contributed to it. Simply allocate pro-
ject activities, outputs and outcomes along a timeline. 
The World Bank Institute currently uses such maps of 
outcomes to illustrate how changes have developed 
over time (Gold, Wilson-Grau et al. 2014).

GROUP SIZE: Small to large

TIME EFFORT: About 1 hour

PREPARATION:
Draw a long horizontal line or arrow in the middle of 
a long paper or board. This is the x-axes of the chart. 
Mark the years of the time span that you want to inves-
tigate with the participants. Add a vertical line at the 
outer left side (y-axes) and divide it into a scale with 
four or more segments. 

MATERIAL:
Big space, long paper sheet or white/black board, 
markers, pieces of paper. The paper can either be hung 
to a wall or rolled out on the ground.

FACILITATION PROCESS: 

 Invite participants to step back in time and think 
about the year of the starting point of your timeline. 

What comes to mind when they remember that period? 
You may ask in general or in regard to a specific topic of 
interest. What was making you happy? What was chal-
lenging? Collect events and circumstances and write 
them on pieces of paper. You may also draw symbols if 
it is helpful. Place these cards on the line that marks the 
respective year. Continue segment by segment until you 
arrive at the end point of your time line. 

 Explain to the group that they have collected many 
events that have contributed to their current situation. 
Some were not pleasant some were fantastic.  You would 
like to understand which ones were more important than 
others. You can discuss the events in general or discuss 
them more specifically, elaborating the contributions that 
an event made to a certain situation or towards the qual-
ity of life. Start with the events that occurred at the earliest 
points in time and ask the group to allocate each event 
to the respective level above or below the line. Continue 
until all word cards are distributed in the diagram and 
ask participants to connect the events with a line. Invite a 
volunteer to briefly summarize this line chart. 

 As shown in Figure 31 the timeline can also be devel-
oped for two or more underlying themes like key events 
and attitudes or life quality. If your intention is to under-
stand for example the group’s change in perception of a 
certain issue you may now go back to the starting point 
and ask participants to remember: How did they feel back 
then about the issue? How important was it to them at the 
time? What was their attitude, behavior or action towards 

Figure 31. Illustrating key events within a community and the attitude of parents towards youth education can be combined on a 
timeline
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it? Which event or circumstance caused or influenced their 
position towards or perception of that issue? Again, write 
the statements on pieces of paper. You can, once more, ask 
the group to place them on the chart and connect them 
with a line. Summarize and discuss with the group wheth-
er and where they can detect a correspondence between 
the different lines. What is their interpretation?

RESULTS AND FOLLOW UP:
The timeline chart visualizes key events and impact on peo-
ple or issues. It can provide a rich baseline of information 
and reveal how events or circumstances trigger change. 
Follow up with further situation analysis or embark in the 
process of strategy development and project design.

  Star Model

SOURCE: 
Attribution model (NGO-IDEAs 2011)

PURPOSE:
The tool is used in a participatory monitoring or 
evaluation exercise. Its structure is very similar to the 
problem tree. The process aims to analyze achieved 
changes and also allows the discussion of negative or 
unintended changes. It seeks to identify the contribu-
tions of the different actors. 

GROUP SIZE: small to large

TIME EFFORT: 1-2 hours

PREPARATION:
Selection of key focus of initial question or topic

MATERIAL:
Big board or poster, pieces of paper, markers, scotch 
tape, Log Frame of project

FACILITATION PROCESS:

You may split participants into subgroups for some of 
the steps or remain in the whole group throughout this 
exercise.

Figure 32. The star query for outcome monitoring (NGO-IDEAs 2011) helps to keep an eye on the not intended effects of the 
project
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 Brainstorm and identify as many possible positive 
and negative changes in the topic of interest that par-
ticipants observed over time. Write each change on 
a piece of paper and place them in the center of the 
board. 

 Select one change that was mentioned. Together 
elaborate the positive or negative effects of this change. 
Again, write results on pieces of paper and attach them 
either to the upper left or right side as indicated in Fig-
ure 32.

 Discuss with the group the following two questions 
for the same change: What was favoring the change? 
What was hindering the change? Write the answers on 
pieces of paper and stick them either to the lower left 
or right side.

 Continue to identify the driving forces that cause 
the same change by elaborating questions like: Who 
initiated the process of change? Who made it work? 
Who contributed or influenced and how? Write the 
relevant actors’ names and their contributions, in-
fluences and hindering behavior/actions below the 
causes. Repeat these three steps with each change that 
was mentioned by the participants. When all changes 
have been discussed with them, ask volunteers to sum-
marize the result. Are they surprised? What are their 
conclusions or findings?

 This last step has to be done with the group who was 
part of the project design and is knowledgeable about 
what was intended and planned from the beginning. 
Distribute the Log Frame and guide them in elaborat-
ing each of the four questions for all the changes that 
were discussed during the exercise. 

RESULTS AND FOLLOW UP:
Continue with a contribution or influence matrix and 
systemic appraisal to rank and visualize contributions 
to change. Develop a hierarchy of changes along a 
timeline and create an outcome map to depict which 
change led to another change. Analyze results of step 
five and draw conclusions for lessons learned and best 
practices.

  
    Change Stories

SOURCE: 
A guide to its use (Davies and Dart 2005)
A manual for M&E staff (Lennie 2011)
A wiki toolkit for MSC (UNITAR)

PURPOSE:
This participatory approach helps to identify genu-
inely experienced change by project stakeholders. The 
tool is used in participatory outcome monitoring and 
evaluation of projects and programs. The process aims 
to involve people at different levels of a project to de-
scribe experienced changes, discuss it and agree on 
how change happens. A key purpose is to learn how a 
project may innovate, adapt and communicate its ap-
proach to achieve further impact.  Figure 33 illustrates 
the selection process for the most significant story 
from story tellers up to final choice.  

GROUP SIZE:
Sub-groups for discussions and selection should be 
small to medium with maximum 15 participants.

TIME EFFORT:
Depends on scale and how the process is organized

PREPARATION:
Introduce the team and story collectors to dimensions 
of social change (see page 12), the purpose of this 
monitoring and evaluation method and the technique 
of appreciative, client oriented investigation (also see 
page 38 to 39). Define the team members for each of 
the three selection levels.

MATERIAL:
Templates for story write-ups as suggested in Table 17.

FACILITATION PROCESS: 

 Conduct workshops or meetings with stakeholders 
to convince them to adopt this approach and to intro-
duce them to the process, to the protocol of confiden-
tiality and the planned schedule. 

 You need to decide on domains of change. This can 
be done before the story collection, for example with 
the stakeholders during step one or during the first 
round of story screening. The domains are needed to 
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group and rank the stories. If provided from the begin-
ning, domains of change can trigger ideas for stories 
and guide story tellers or collectors to focus on specific 
points of interest of the evaluation. About five domains 
should be the limit. They can comprise: 

Changes in decision making skills
Change in a practice
Economic changes
Change in attitude, behavior or action
Keep one open as ‘any other domain’

 The tool can be used either as a monitoring or eval-
uation tool. If stories should be collected repetitively 
for monitoring, the scheduling should be clarified with 
the stakeholders. 

 Stories can be collected in a range of ways, from 
individual reporting, focus group discussions to inter-
views. It is important that the story is truly representing 
the teller’s experience and that the stories are all written 
up in the same reporting format - concise and striking, 
not longer than two pages. The Table 17 illustrates the 
content of a story and its baseline information. 
 

 Once the set of stories is collected, the team of the 
first selection level meets to conduct the first screen-
ing of the stories. It is important that everybody reads 

the stories. The group holds an in depth conversation 
about why the change in each story is significant and 
which stories should be chosen. An important point 
of discussion of these social change stories is also 
to identify the underlying quantitative information. 
The group selects the best stories which they find 
to be most significant and writes a summary listing 
the reasons for the group’s choice(s). Selection crite-
ria can be defined before reading the stories or after 
all stories have been read. Majority rule, secret vote, 
scoring and ranking are all means by which the final 
selection can be made. It is important that the criteria 
and process for the story selection is clear to all and 
seen as fair by all members and that it is documented. 
Because MSC stories are usually used for monitoring, 
the process should be repeated the same way in each 
monitoring event.

 Before submitting the selected stories to the next 
level the team should share its feedback with the key 
people who provided the stories. This can be done in a 
stakeholder workshop setting.  It is important to verify 
the value of the stories, to clarify if the stories indeed 
capture what was meant by the story teller and if the 
quantification is correct.

 The selected stories, together with selection rea-
sons and feedback results are submitted to the next 

Figure 33. Flow chart of most significant change process (UNITAR)
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higher level team which again discusses and selects as 
described in the previous two steps.

 If the MSC stories are used for monitoring purposes, 
discuss how the MSC-process has to be adapted in order 
to improve it. This may concern the story format, the di-
mensions of change, the participants, the frequency, etc. 
As monitoring staff you should also track the changes 
along the timeline from one MSC cycle to the next in 
regard to quantitative and qualitative indicators such as: 

Numbers of stories submitted and by whom 
Themes and domains of change that are addressed 

in stories and selected by the teams
Stakeholders whose stories were selected or not
Results of stories, follow-ups or actions taken

RESULTS AND FOLLOW UPS:
Draw conclusions and use insights for project imple-
mentation, management and reporting. Share lessons 
learned or best practices with peers.

Start out small
Pilot this approach with a small group before heading 

Table 17. Template for MSC stories
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into a large scale MSC-process. You need to create ex-
citement among the participants, build their capacity 
to tell, share and discuss stories of change and make 
sure it doesn’t turn into a negative competitive atmos-
phere, leading to disappointment and frustration for 
those whose stories were not finally selected. 

  Satisfaction Bar Chart

SOURCE: Speich-Baer

PURPOSE:
This tool visualizes the level of agreement between 
participants towards a closed question. It can be used 
to assess the satisfaction with a process or intervention 
according to different criteria.

GROUP SIZE: Up to 20

TIME EFFORT: 20-60 min

PREPARATION:
Draw a table with lines as suggested in Figure 34.

MATERIAL:
Poster, marker, post-it in red and green, glue stick

FACILITATION PROCESS: 

 Define or develop with participants the different 
characteristics or categories of the issue which they 
have to assess. Clarify the underlying closed question 
or statement and write it into the first column. A closed 
question or agreement with a statement can only be 
answered with yes or no, agree or disagree, positive or 
negative, present or absent and so on. 
In our example we used this tool for peer evaluation at 
the end of a project cycle management training. Par-
ticipants were grouped in pairs and had to report to 
each other about the concept of project cycle manage-
ment. We informed participants that they will have to 
assess their peers later. However, we didn’t reveal the 
criteria, which were simply related to our training ob-
jectives. During the assessment the peers had to judge 
if their partner had mentioned the key elements like 

Figure 34. Participants assess their peers learning progress with a satisfaction bar chart
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participation, complexity, outcome orientation, result 
chain, and so on. 

 Distribute sticky notes and ask each participant to 
post a single red or green sticker into the row, depend-
ing on how they assessed their peer participant. The 
post-its should not overlap within the row. You will end 
up with a bicolor bar chart. Ask volunteers to count the 
post-its in each row and to write the number onto the 
very first sticker. Sometimes post-its do not stick well. 
Just add some glue to make sure they do not fall off.

Tip for facilitators

When numbers do not match
Participatory tools which demand participants to indi-
vidually rate using a matrix often result in inconsisten-
cies of number of participants and number of votes. It 
is important to explain the task well before people start 
to mark their choice. You may ask one or two random 
participants to explain what they have to do before you 
give the final ok. 
Count, assess and discuss the result with participants. 
If you detect inconsistencies, reflect with them how to 
interpret the result. Even if mistakes happen, you may 
still be able to distinguish clear trends.

  Smile or Frown 

SOURCE: no specific source

PURPOSE:
Drawing facial expressions like a smiley are very pop-
ular in participatory tools because they do not need 
explanations and immediately ‘speak’ to participants. 
They offer a quick and easy way to learn about your 
participant’s mood and satisfaction. 

GROUP SIZE: Up to very large

TIME EFFORT: Usually short

PREPARATION:
Make a drawing on a poster or board

MATERIAL: Board or flipchart

FACILITATION PROCESS:
There is a multitude of options. Here are some sug-
gestions:

A ladder from sad to happy faces drawn into a 
matrix and participants are asked to mark their 
choice with a small sticker or by drawing any sym-
bol (see top photo in Figure 35).
Draw a set of faces and ask participants to draw hair 
on the one that they choose (centre in Figure 35).
Ask participants to draw their own faces along a 
trend line from negative to positive.
Invite the group to draw one single face together.
Make a systemic appraisal to compare happiness 
with workshop process and content (bottom Fig-
ure 35).

RESULTS AND FOLLOW UP:
Such participatory evaluation always results in a pic-
ture. Summarize the result with the participants and 
draw a conclusion together.

Figure 35. Smiley faces are a catchy way for participatory 
monitoring
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Chapter IV
Methods and instruments in solution 
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  Systemic Appraisal

SOURCE:
Useful tools to engage young people in participatory 
evaluation (Gawler 2005)
Power Mapping (UNICEF 2010) 
The Urgent/Important Matrix (MindTools)
Tools for development (Dearden et al 2003)
Ralph Stacey's Agreement & Certainty Matrix (Zim-
mermann 2001), (Patton 2008)
The alignment interest and influence matrix (Mendiza-
bal 2010)

PURPOSE:
This participatory tool has many possible applications. In 
general, it is based on the idea of a scatter diagram and is 
used to illustrate, prioritize and evaluate the distribution 
or position of actors or elements along the gradients. The 
X and Y-axes represent two sets of characteristics or crite-
ria. A systemic appraisal is useful to depict:

The distribution of elements or stakeholders or 
both according to their passive and active score 
taken from the contribution matrix
The distribution of stakeholders or elements ac-
cording to power and dependency scores taken 
from the influence matrix
The distribution of stakeholders or elements ac-
cording to their scores in, for example, influence 
and interest in a valuation matrix
The priority of activities, issues or risks according 
to importance and urgency 
The evaluation of a capacity building event ac-
cording to what was delivered and how it was de-
livered by comparing content and process

If you use different sizes for the elements or stakehold-
er as suggested in Figure 36 you can illustrate a third 
variable like importance or power.

Divide the chart into four equal sectors for better visu-
alization and grouping. 
Table 18 provides examples of how the four sectors can 
be divided and how they would be interpreted. 

GROUP SIZE: Small to large

TIME EFFORT:
15-30 minutes depending on length of discussions

PREPARATION:
The systemic appraisal is usually used to visualize the 
result of a stakeholder analysis. You usually build this 

While chapter II and III have focused on the process of problem identification and analysis we now look at further 
options that are specifically helpful to find the right strategy for problem solution and the project approach. The first 
tool, the systemic appraisal is indeed an evaluative tool and has a wide applicability from situation analysis to M&E 
and risk management. Yet, it can also be used to prioritize different options, which is sometimes necessary to decide 
on the best solution. This is why you find it at the beginning of this chapter. As we have discussed in the Apprecia-
tive Inquiry – Interview the approach towards a new project does not necessarily have to be problem based. Using 
Visioning and the Wonder Question can just as well lead to an objective and strategy for your project. The Solution 
Tree is normally used in combination with and as immediate ‘follow-up’ of the problem tree. In this book they are 
not listed together because in most cases you simply need to conduct additional analysis between both tools. The 
Bridge Tool is a practical instrument to guide your participants towards the identification of the project strategy. It 
can be used either after Visioning, Wonder Question and current Situation Mapping, or after the Problem/Solution 
Trees. The last two tools finally describe options to find a decision if ‘experts’ are undecided or if similar interesting 
options or solutions compete.

Figure 36. How a systemic appraisal can be combined with 
a Venn diagram
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tool on specific information or a data set that you have 
already generated.

MATERIAL:
Flipchart poster, markers, your data set or baseline in-
formation

FACILITATION PROCESS:
Many application options are listed above and in table 18. 
There is no right or wrong. The goal is the usefulness of 
the tool for visualization – so be creative and inventive! 
In case you would like to use the tool for participatory 
evaluation, for example of a training, you simply draw the 
diagram on a board or flipchart, explain it to the partici-
pants and invite them to directly and individually mark 
their own expectation and/or experience on the chart.  

If used both at the beginning and end of a training 
session, it can visualize the participant’s experience of 
the training. At the beginning of the training, ask each 
participant to mark their expectations towards the 
training on the chart. Ask them to make another mark 
on the chart showing their position at the end, and 
then ask them to connect both dots with an arrow. You 

will find you have created a wonderful presentation of 
the output-quality of your workshop!  Summarize the 
result with the participants and draw the conclusion.

RESULTS AND FOLLOW UP:
The information gained from such scatter diagram 
feeds into strategy development and choice of activities

  Visioning

SOURCE: 
Creating a shared vision (Thorman and Mendonza)

PURPOSE:
This tool is applied to induce organizational change 
and development. It creates a common goal in a team, 
a group, an organization or firm, in a community or 
network. Visioning is a free and creative process with 
visualization.

Table 18. Using different titles on the x and y axes shows the great variability of the systemic appraisal tool
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GROUP SIZE:
Up to 20. If you deal with a large group it is advisable 
to divide it into several subgroups because otherwise 
some people will stop engaging in the process. Work-
ing groups of 6-10 participants are ideal.

TIME EFFORT:
Up to half day – this depends entirely on the group

PREPARATION:
Not necessary but you can build it on an Appreciative 
Inquiry – Interview

MATERIAL:
Flipchart posters, papers in different colors, textures 
and patterns, glue, scissors, markers, stickers, beans, 
buttons, wool, cloth, cotton pads, carton, etc. Provide a 
variety of materials to choose from to trigger creativity 
among participants. See also the suggestions Figure 22 
Situation Mapping. As in Chapter two, the participa-
tory methods and tools described below are all of ana-
lytical nature and therefore also useful in monitoring 
or evaluation events.

FACILITATION PROCESS:

 The way we get involved and engage in our team, in 
a group or in the community depends strongly on our 
own personal experiences, hopes, fears and goals. This is 
why it is important to start with an individual session of 
visioning. Dim the light in the room and invite all par-

ticipants to close their eyes. Talk very quietly and slowly 
guiding the listener into the vision world: Imagine you 
are in year XX (for example 5 years from now). It is a 
bright day, you are happy and relaxed. Where would you 
be? What would you be doing? With whom would you 
be together? What would your day look like? Put the light 
back on after a couple of minutes. Some participants may 
want to note down some of their thoughts – it’s optional. 

 Invite participants to join in small groups, share 
their personal visions and brainstorm wishes for a 
corporate future. How do they envision the team, or-
ganization, community, etc., to look like in XX years? 
What will be its structure? How will it function? What 
will be the key focus of collaboration? With whom will 
they engage? How will they engage? Ask subgroups to 
write each idea on pieces of paper. 

 Back in the plenum, participants present their ide-
as and make an Affinity Diagram by clustering all ideas 
to find common characteristics for their group vision. 

 Distribute all material and ask the group (or split 
into 2-3 subgroups) to make a picture of this vision. 
You may give them a handout with guiding questions, 
similar to the ones mentioned above, to help them 
visualize a complex scenario.

 Once the pictures are ready, invite participants to 
explain them in detail to the plenum.

Figure 37. Comparing the vision poster with the actual situation postrer illustrates the quest for financial sustainability through 
greater donor diversification. By IRC, Tbilisi 2013
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 This is called the Walt Disney method and is a tool 
to review and refine a vision. Ask participants to split 
into four groups and distribute to each group a paper 
with the following names: Dreamer, Critic, Realist, 
and Outsider. Each group shall sit together and discuss 
the vision from the perspective they were given. How 
likely is the vision to become reality from their per-
spective? What would work, what would not and why? 

 Each group shall briefly explain their position and 
insights of discussion to the peer group. Would they 
want to adjust their corporate vision? Or shall the pro-
cess continue?

RESULTS AND FOLLOW UP:
You should end up with a poster of the vision which 
reflects the majorities’ perception of the future state 
of their team, group, community, etc. As a final exer-
cise you may ask the group to come up with a write-
up. This can be like a newspaper article with a catchy 
headline and a short explanation of the groups’ agreed 
core vision. Next tools can be the Wonder Question, 
a future stakeholder assessment to define attitude, be-
havior and action of each stakeholder in the vision or 
proceed into a Bridge Tool or Solution Tree. 

  Wonder Question

SOURCE:
The change management book (Nauheimer 1997)
Purpose: This tool enables the identification of indica-
tors of change in a future state. When applied during 

project design it can be useful to find suitable outcome 
or impact indicators. In an organizational develop-
ment event the tool leads to progress markers.

GROUP SIZE:  Small to large

TIME EFFORT: 15-60 min

PREPARATION: Any visioning process

MATERIAL: None

FACILITATION PROCESS: 

 Invite participants to close their eyes, dim the lights 
and talk with a calm voice: 
“Imagine yourself waking up tomorrow morning. Birds 
are singing, sunlight is already shining through the cur-
tains. The windows are open and you feel a warm breeze 
with a sweet sent from the blossoming trees outside. The 
day is so new - everything has changed to the best way 
that you could imagine. All your problems in … (your 
work, team, community, etc.) are solved. What exactly 
would you see, hear, feel?”
Give participants some time to imagine this new 
world, and then ask the next question: 
How would you recognize that something significant 
has changed? 

 After a while put the lights back on and ask partici-
pants to share. Keep note of key words and stick them 
to the board or even better – around the picture of the 
vision poster. 

 Summarize findings and explain to participants 
that they have just developed a set of key indicators 
of change.

„Our organization will have its own 

A wonder statement of a participant in Ozurgeti, 
Georgia.

RESULTS AND FOLLOW UP:
Keep these indicators if the group is about to design 
a new project or when it is conducting organizational 
strategy planning and review them when the process 
comes to setting indicators. Continue with a future 
stakeholder assessment, which defines attitude, behav-
ior and action of each stakeholder in the vision or pro-
ceed into a Bridge Tool or Solution Tree.

Figure 38. Close your eyes and imagine.... CSI 2013
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  Solution Tree

SOURCE: 
Project Objective Tree (PMDpro 2011), (ITC-ILO 
2010)

PURPOSE:
In the Problem Tree analysis we distinguished causes 
and consequences.  Here we name them preconditions 
and effects. Without specific conditions a solution 
cannot become effective and induce change. Similar to 
the problem tree, the solution tree enables a group to 
detect possible impacts, that are a result of objectives 
being achieved and elaborate on the required enabling 
conditions.

GROUP SIZE: Can be large

TIME EFFORT: 60 minutes

PREPARATION:
Identified core problem with profound situation analysis 
– at least a Problem Tree and best also a M4P Lens and 
some stakeholder analysis with the same participants. 

MATERIAL:
Big white or black board or large poster, markers, pieces 
of paper and scotch tape, as well as the posters or hand-
outs from previous situation and system analysis tools.

FACILITATION PROCESS: 

 Hang the problem tree poster to the side and sum-
marize the core findings of the situation analysis with 
the group. 

 Ask participants to reframe the core problem into 
positive words. Write this as ‘objective’ on a piece of 
paper and place it in the center of the board as the tree 
trunk (see Figure 39). 

 Ask participants to imagine the moment that the ob-
jective is achieved and the problem was solved. Ask: 
What would happen? What would change because of that?
Request some volunteers to give you a hand. Together 
write all ideas on pieces of paper and arrange them above 
the trunk. If the group already went through the process 
of the problem tree they should be able to assist in this 
task. Guide this process by asking again and again:
And what would happen because of that? And what 
would be the effect of this?
The aim is to link the word cards of effects so that they 
look like branches of a tree. The end points of each 
branch would be some sort of ‘good fruit’. 

 This step focuses at the preconditions that are nec-
essary for this objective to become a reality. To pro-
duce good fruits a tree needs a healthy root system in 
good soil. Certain capacities, attitudes, behaviors and 
actions and an enabling environment are essential so 
that there is a chance for the objective to become a re-
ality. To develop the root system of the solution tree 
ask questions like: 
What is needed so that we can expect the solution to 
become an effective reality? What are the necessary 
conditions? What does the environment, framework, 
surrounding of this situation have to look like in order 
to be enabling? 
Again collect all ideas on pieces of paper and arrange 
them like a root system to the tree. Discuss until the 
group has exhaustively elaborated this necessary sup-
port structure.

 Once the solution tree is completed, invite partici-
pants to summarize the findings. Are there any sur-
prises? If yes, why?
In case the group also went through the M4P lens 
exercise you will find that some of the dysfunctions Figure 39. A solution tree 
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identified before would now be reflected as effectively 
working in the solution trees’ branches. Likewise, the 
roots of the tree would reflect the required attitudes, 
behaviors and actions of the stakeholders, which they 
identified for the core, the supportive functions and 
the rule.

RESULTS AND FOLLOW UP:
The solution tree is a preliminary step to the result 
chain and the entry point to the design of a project. 
Next would be the identification of suitable strate-
gies –interventions for the target group (core) with 
the strategic partners who are key actors from the 
enabling, supportive framework (rule and service of 
the lens)

Tip for facilitators

The three levels - roots, trunk and branches - of the 
tree correspond directly with the levels of outputs, 
outcomes and impacts in the result chain and the 
results, objectives and goals in the Log Frame (ITC-
ILO 2010). It is very helpful for your participants if 
you use consistent color coding when developing the 
three instruments!

  Bridge Tool

SOURCE: Bridge Model (VSO 2009)

PURPOSE:
To identify strategies that lead from a current situation 
to the envisioned situation. 

GROUP SIZE: up to 20

TIME EFFORT: 60 minutes

PREPARATION:
a clear picture of the current and envisioned situation 
(see page 54 and 84), or a Problem Tree, M4P Lens and 
Solution Tree.

MATERIAL:
Posters or handouts of the previous analytical exer-
cises, paper slips of different sizes and colors, markers, 
scotch tape. 

FACILITATION PROCESS: 

 Place the current situation map or picture to the 
left of your board and the vision poster to the right. 
All other posters should be visible but can be hung on 
a side wall. Position yourself in front of the ‘current 
situation’ and describe the situation of someone stand-
ing at the edge of a river looking at the others side but 
not knowing how to get there. Explain to the group 
that the purpose of this session is to identify a strategy 
for getting towards the envisioned situation. To begin 
with, we first need to review where we come from and 
where we would like to head to. Invite participants to 
summarize the current and envisioned situation.

 Bridges usually need a good foundation and strong 
pillars. They are the supporting structure like the root 
system in the solution tree, enabling the growth of 
good fruits. Ask participants to name the key condi-
tions that are necessary to enable the envisioned situa-
tion. If you have the poster of the solution tree, simply 
choose with participants the key functions from the 
‘root system’.  This can be things like capacity, network-
ing, communication, ownership, awareness. etc. They 
are the strategic pillars. If you cannot build on a solu-
tion tree you need to do a brainstorming session. Ask 
small subgroups to come up with a variety of ideas of 
key factors that need to change. 

 Write the selected strategic pillars on slim, long 
pieces of paper and arrange them in a logical sequence 
between the current and future situation. They are the 
pillars of your bridge and represent the different com-
ponents or subcomponents of a project. 

 Starting with the left pillar discuss with participants 
what has to be done to achieve this pillar. Write these 
statements on A5 pieces of paper and attach them to 
the poster, like a metal support structure of a bridge, 
above the respective pillar. 

 Identify with participants the key actors of each pillar 
and discuss how they change because of the new support 
structure. What are the immediate changes? How do ac-
tors take part in project outputs and how are they expect-
ed to make use of this? Refer to the root system terms of 
the solution tree. Try to focus on how attitude, behavior 
and actions of these actors change. What are they going 
to do differently and for whom? Answers should refer to 
the change among actors in service and rule functions 
(see M4P Lens). Again, write ideas including the actors 
on smaller pieces of paper and arrange them like the first 
layer of the pavement connecting the pillars. 
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 Identify which other actors change and how be-
cause of the now improved situation. Focus on the 
core actors – your actual target group.  What access or 
influence do they gain? How do they grow? How do 
their attitude, behavior and action towards what and 
whom change? Again, write these ideas down on dif-
ferent sized and colored pieces of paper and arrange it 
like a finishing layer of the bridge. They are indicators 
of outcome. You may find some similar ideas either in 
the upper root system or in the lower branches of the 
solution tree.

 Last but not least focus on the beneficiaries. What 
will they be able to do differently? How do they change 
in attitude, behavior and action? How can they hang 
on, step up or step out of poverty because of the newly 
built bridge? You could cut some paper figures, write 
ideas on them and arrange them on top of the bridge. 
They are indicators of impact and should be similar to 
the ideas reflected in the upper branches of the solu-
tion tree. 

RESULTS AND FOLLOW UP:
You have obtained a complex and rich picture of the 
strategy and expected change towards the improved 
envisioned situation. It provides information for pos-
sible project components, a set of interventions, the 
theory of change and the respective indicators. Now 
dive into the final design of the project starting with 
the Result Chain.

  Delphi Forecast

SOURCE:
Participatory Methods Toolkit (Slocum 2003)

PURPOSE:
The tool is used to make a well informed choice of so-
lution options or indicator targets.  It seeks group con-
sent of experts who represent different perspectives to 
identify further strategy options, unforeseen risks and 
wrong assumptions. The tool also facilitates forecast-
ing of feasible targets.  The process focuses on the fol-
lowing three key questions:

Have all possible solution options been put on the 
table for consideration? 
Is the estimate of impact and consequence or risks 
of any particular solution option right?
Are the selected solution options and targets feasible 
and acceptable? 

GROUP SIZE:
10-15 key experts representing different stakeholders, 
different sectors, different sciences, political convic-
tions, etc.

TIME EFFORT:
It is a rolling, iterative process over a couple of days or 
weeks.

Figure 40. The bridge tool in practice at the Caucasian 
Institute for Economic and Social Research (CIESR) and 
the result of the CSO Stepandsminda in 2013
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PREPARATION:
Develop a questionnaire for the experts which is based 
on your insights from a thorough study of the base-
line situation and a preliminary theory of change (see 
Figure 3, Figure 4 in Chapter I: General concepts, and 
Result Chain in Chapter V: Methods and instruments 
used to design the project and its structure). 

MATERIAL:
The process can take place via email or direct discus-
sions; either anonymously or openly. This defines your 
communication set-up and material demand.

FACILITATION PROCESS: 

 Submit the questionnaire to the different experts. 

 Assess the feedback and assemble the results in ta-
bles to present the ranges of opinions, predictions and 
averages for quantitative forecasts. Develop a new ques-
tionnaire based on the results of the first questionnaire. 

 Return a summary report with the new question-
naire to the same experts for review and reassessment. 
The process can be repeated up to three times until a 
rather uniform forecast of outcomes, impacts or risks 
of a solution option is achieved.

RESULTS AND FOLLOW UP:
Inform participants of final conclusions and take your 
relevant decisions.

  Design Space
    and Decision Tree

SOURCE: 
Using structured experiential learning to crawl the de-
sign space (Pritchett et al. 2012) 

PURPOSE:
A major goal of this analysis is to determine the best deci-
sion despite uncertainty. A decision tree describes graph-
ically how different options or criteria lead to the different 
opportunities of a decision. If probabilities for likelihood 
or preferences are assigned to each branch of the tree, 
values can be determined for each outcome opportunity. 
The method is useful if a project intends a trial of differ-
ent approaches or strategies in a first intervention phase 

in order to apply evaluative learning and select the most 
effective one for the following implementation. With the 
tool as described below a total of four different actor per-
spectives can be considered in decision making.

GROUP SIZE:
Small to large - invite key stakeholders

TIME EFFORT: Up to 60 minutes

PREPARATION:
Identification of the key type of intervention or activity.

MATERIAL:
White/black board or large poster, pieces of paper, 
markers, scotch tape.

FACILITATION PROCESS:
The following description is based on the practical ex-
ample of an organization that identified the need to pro-
vide training in a specific sector. The logic to use the tool 
can be applied to any other decision making process. 

 Introduce your participants to the challenge. They 
shall identify the best solution on how to provide train-
ing. Many different strategies are possible. We call this 
the design space. Our first task is to define this design 
space and that is why we start with a brainstorm. Think 
practically: What are the different options to provide 
training? What are the different factors or parameters, 
and variables that can be considered? You would like 
your group to come up with suggestions like: Training 
can vary in location, frequency, duration, type, content, 
participants, fees and so on. Write all suggestions on 
pieces of paper and stick them to the side of the board.

 Ask the group to choose the three most important 
cards and stick these to the board like headers of three 
columns – in the following they are called parameter 
1, 2 and 3. 

 For each of the selected parameters, define with the 
group the two most important variables. The location of 
training can for example be urban or rural. It can be a 
single event or a modular training offered each month.  
If you define two such variables for each of the three pa-
rameters you will end up with eight different combina-
tions. In a participatory process it is not possible to handle 
more. This is why you delimit the group to discuss only 
three core parameters with each two variables. Develop a 
design tree on the board as suggested in Figure 41. Each 
factor is a column and contains only one pair of variables. 
The branches of the tree split according to the variables. 
In our example the first column contains the variables for 
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training location which were Tbilisi and other regions. 
The centre column refers to the financial strategy: with or 
without fee. The right column with the last two variables 
were distinguishes different training content.

 Ask the group to agree on the most important actors 
or stakeholder of the training. They may come up with 
the trainers, the organization, the participants, the donor 
and others.  Looking at those actors, to which actor do 
they think is which parameter most important and why? 
They can agree on one actor for each parameter. In our 
example participants only chose the potential training 
clients. We define this because we want to value the op-
tions from a specific perspective or interest. Consider if 
you may need to invite the specific actors to participate 
in this exercise or if your group is already well enough 
informed about their preferences. In the case that your 
group has sufficient context expertise, ask participants to 
put on the respective ‘hat’ of the actor. Together define the 
likelihood of preference for both of the variables of each 
parameter taking the position of this specific actor. The 
maximum likelihood for each parameter is 100%. This 
is why the sum of the two variables must equal 100%. If 
both variables are equal, they both have the probability 
or likelihood of 50%. Thus you would note 0.5 to the first 
variable and 0.5 to the second variable (sum is 1). Write all 
values into the tree as indicated in the picture of Figure 41.

 Invite volunteers to multiply all probabilities along 
each of the eight branches and write the results into a new 
column. In our example the result was a column of values 
showing how the clients would prefer the trainings to be. 

Look at the top branch in Figure 41: participants attribut-
ed 0.45 preference to conduct the training in Tbilisi x 0.3 
preference for fee based trainings and 0.4 preference for 
topic and a total of 0.45*0.3*0.4= 0.05 preference for this 
type of training. In other decision trees the values could 
also refer to the likelihood or probability of presence or 
absence of a specific condition. 

 Ask participants to take off all hats and look at each 
single branch. The next task is to come up with a group 
ranking of preference of each branch. From our perspec-
tive as training organizers, which combination of variables 
do we prefer? Choose any kind of voting process or opt for 
a mutual agreement. Draw a fifth column and write the 
group’s numbers ranking 1-8 to the respective branches. 

 Draw a sixth column and multiply the clients’ pref-
erence value with the group rank value and write these 
results in the new column. 
 

 In case you would like to include two more param-
eters and other perspectives you could continue with 
a systemic appraisal. The x/y axes would be those two 
parameters seen from a defined perspective and the di-
ameter of the dots in this scatter-diagram would refer 
to the values in the sixth column of the previous step.
 

 Identify with the group the final rank of the deci-
sion branches.

RESULTS AND FOLLOW UP:
Make your informed decision.

Figure 41. A decision tree to decide on the best training strategy 
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Chapter V
Methods and instruments used
to design the project
and its structure



P R O J E C T  M A N A G E M E N T
H A N D B O O K92

  Result Chain

SOURCE: 
A guide to making result chains  
(Kessler and Sen 2013)
Results based monitoring (GTZ 2004)
How to make results chains
(Trade Mark East Africa 2012)
The theory of change website: www.theoryofchange.org
Review of the use of theory of change in international 
development (Vogel 2012)
Six theory of change pitfalls to avoid (Forti 2012) 
A practical tool for action, results and learning  
(ORS 2004)
A practical program to create result chains:  
www.doview.com

PURPOSE:
The result chain or path way of change is the graphi-
cal presentation of a theory of change and describes 
the causal link from intervention inputs and activities 
to outputs, outcomes and impact. It is the attempt to 
depict how change, even in a complex social situation, 
happens by presenting it in a simplified two dimen-
sional, linear and chronological sequence of condi-
tions or states. The result chain is used as a first step 
in project design and is a core element in outcome 
monitoring and evaluation. Please also see the under-
lying concepts of Dimensions of change and Systems, 

system actors and our help in chapter I. 

GROUP SIZE: Small to large

TIME EFFORT: 60 minutes

PREPARATION:
Participants should have a clear understanding of the 
situation and its framework conditions and an overall 
goal of the intervention. Best is to build this tool from 
a M4P lens and a Solution Tree using the same color 
coded pieces of paper. 

MATERIAL:
White or black board or large poster, pieces of paper, 
markers, scotch tape, and solution tree poster.

FACILITATION PROCESS:

 Recall with participants the core elements of the 
theory of change which are activity, output, outcome 
and impact and write them as headers on pieces of pa-
per. Stick them to the left of the board with impact on 
top and activity at the bottom.

 Start with the goal of your project and define with 
participant what they anticipate  beneficiaries to gain 
from the project. It is helpful to ask: How do you think 
beneficiaries will be able to overcome poverty? Do you 
hope for them to hang in, step up or step out? What ex-
actly should they be able to do? How do you think they 
would perceive the change if the project is successful? 

This part is based on the theory discussed in “Systems, system actors and our help” and of course especially on 
“Indicators of change” in Chapter I: General concepts in development aid. It further builds on the methods and 
tools that have been presented in chapter II to IV where we depicted the means of problem identification, situation 
analysis and solution finding. 

The comprehensive understanding of a situation is essential if we attempt to construct a project concept. This chap-
ter presents the key elements that are needed for a project proposal which itself is the document that marks the end 
of the design phase of the project (see Figure 11). However, some donors request initial information also about the 
project structure and quality control – which in practice will be developed in detail during the inception phase. 
This is why you will find both, methods for concept design and projects structure including the basic elements of 
the M&E system in this part. 

The chapter starts with the result chain because it describes the intervention strategy and its underlying theory 
of change. It is the core of the project and together with the Indicator Table and the Logical Framework the refer-
ence point for management, monitoring and evaluation. The middle part focuses on the practical implementation 
strategy in scope, budget and time including the project governance structure. The last part tackles the issue of 
developing the projects’ own M&E system. Again all instruments are described in such a way that you can facilitate 
the process in a participatory manner together with stakeholders, direct partners and your team.
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Write findings in active present tense and choose spe-
cific action verbs. When writing this impact statement, 
do not forget to include a very clear definition of who 
the beneficiaries are. 

 Guide the participants to focus on the outcome 
level. Who are the members of the target group? How 
do these actors need to change in order to support the 
beneficiaries so that they can experience a situation as 
described in the impact statement? What do they need 
to be able to access? Where do they need to gain in-
fluence? How do they need to grow? Which attitude, 
behavior and action do actors have to change so that 
they are able to serve or provide for the beneficiaries? 
Write again, in active present tense on different pieces 
of paper ‘how which actor does what’. Arrange cards in 
a logical sequence within the outcome level. Imagine a 
connection from the outcome cards up to the impact 
level with arrows. If you replace the arrows by say-
ing ‘so that’ you should come up with a logical story 
which describes how the change of outcomes enables a 
change among the impact level actors. At this point do 
not yet draw permanent arrows. You need to keep the 
chart as flexible as possible while developing it. Once it 
is all set, you can add in the connecting arrows.

 Go down to the next lower level. It refers to outputs 
and use of outputs. It is the level of those system actors 
who are responsible for service functions and support-
ive rule. Choose any of the lowest cards of the outcome 

level and ask participants: Who are the responsible ac-
tors of the supportive framework conditions who serve 
the target group actors so that they can do what we 
think they should be able of doing? What is the service 
function or ruling role of these actors? Which attitude 
should they have? How do they have to behave? How 
do they need to act so that the target group can change 
so that the beneficiaries experience the change? Again 
write all findings in active tense and arrange them log-
ically in the output level. You may need to use several 
sub-levels. Don’t forget to write explicitly who the ser-
vice or rule actor is! Once more, imagine the connec-
tions between the cards of the lower level to the upper 
level. Walk and talk participants through one or two 
connection threads, starting from the lowest card and 
use always ‘so that’ to replace the arrows. For the rest 
of the threads ask other participants to do the same. 
You want the group to remain actively involved! If a 
thread is not consistent, not logical or jumps over a 
gap, consider, with the participants, adding more cards 
or decide on changes. 

 Ask participant to define the key activities underly-
ing each of the threads. Some of those activities may 
form clusters which are the core components of the 
project (see also Bridge Tool). Again, write all key ac-
tivities on pieces of paper and attach them at the bot-
tom in the reasonable sequence. Once more walk and 
talk through the logic of the result chain – starting at 
the bottom and using ‘so that’ to connect each card. 

If you compare the result with the solution and prob-
lem trees you will find that the roots refer to activities 
or outputs. The trunk refers to the outcome while the 
branches refer to the higher level outcomes or impacts 
(see also Figure 3 in Chapter I: General concepts, Sys-
tems, system actors and our help). 

Tip for facilitators

Who?
Never forget to push participants to name the actors. 
Project work is about people – not institutions! Ask the 
group: Which are the positions, roles, tasks or depart-
ments of the actors with whom the project will engage 
or whom it will influence? And don’t accept generali-
zations like ‘the Ministry of Finance’ or ‘the NGOs’. It is 
not specific enough and is not helpful for participants 
either. To define the right activities they need to imag-
ine and know with whom they will engage.

Figure 42. Working with the result chain to describe the 
theory of change for a CSO effectiveness project
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RESULTS AND FOLLOW-UP:
Once finished take a picture and transcribe the result 
chain into a flow chart model as suggested in Figure 
43. The chart was made with ‘doview’ which was spe-
cifically designed for result chains but any other soft-
ware will do. To complete the result chain you will 
need to add the indicators (see the discussion on Indi-
cators of change, Indicator Table and the tool Captur-
ing Dimensions of Change). You may also want to add 
key analytical questions, risks or assumptions or infor-
mation on project duration and budget to your result 
chain chart. The final result should be a description of 
the full project on one page.
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  Indicator Table

SOURCE:
Defining indicators of change (Sen 2013);
M&E plan (IFRC 2011);
DCED standards (DCED Standard 2013) or download 
from http://csogeorgia.org/selfRegulation/eng; http://
csogeorgia.org/selfRegulation/geo

PURPOSE:
The indicator table is a matrix that contains all key 
components of indicators and is used during the im-
plementation phase to inform project staff, evalua-
tors, stakeholders and donors on how each indicator is 
defined, how data has to be collected and how far the 
project has progressed to achieve the set targets.

GROUP SIZE: Small to medium

TIME EFFORT: 60 minutes

PREPARATION:
Review the DCED standards and the Indicators of 
change in Chapter I. This exercise must be based on a 
result chain. Draw matrix lines for the indicator table 
on the poster or board.

MATERIAL:
Poster or handouts of the result chain, white or black 
board or large poster, pieces of paper, post-its, mark-
ers, scotch tape

FACILITATION PROCESS:

 In case your participants have only limited knowl-
edge on indicators, please start the process with an in-
troduction to change and how indicators are the tool to 
make this change visible and proof that it is evident. You 
can find this information in chapter I. 

 Introduce participants to ‘The DCED standards and 
explain that it requests that: ‘Quantitative and/or qualita-
tive indicators are defined for each change in the results 
chain(s).’ This is why we come back to the result chain 
and begin the process by identifying the moments of 
change. Thread by thread, walk and talk through the re-
sult chain and identify together with participants where 
change happens. They will quickly figure out that change 
actually happens in between cards – there, where arrows 
are and especially between the levels, because the change 

enables the bridging of the gaps between activities to out-
puts to use of outputs to outcomes and to impacts. Some 
result chains are very detailed and describe many steps. 
For example, how actors participate, learn, change their 
attitude, behavior, skills or the way they deal with a situ-
ation. Agree with participants on a selection of about 10 
key changes and use post-its to mark them on the result 
chain poster. The selection is necessary to end up with a 
manageable, clear and efficient M&E system. 

 Start with the lowest post-it that was just placed 
on the result chain poster. Point to it and don’t take it 
off while asking participants to frame key investigative 
questions for this level of change (see Table 19 first col-
umn). The guiding question to find these key questions 
is: How would you ask someone to find out that the 
change has actually happened? Try to use it repeatedly 
to help participants in this process. They will come up 
with several suggestions. Discuss and agree on the most 
specific ones. Write the questions on pieces of paper and 
attach them to the first column. Proceed with all other 
post-its. Review all questions and discuss with the group 
if the key questions are overlapping or if they can find 
a sort of hierarchy or clustering. Remove all overlaps.

 Choose one of the easy key questions and ask par-
ticipants to answer the question. What displays this 
change? Which stakeholder groups are concerned? 
What are the different perspectives that can be used to 
see the change? Define which indicators would be suit-
able to get the answers to the question. Write the names 
of these indicators into the second column. You may 
find either just one indicator, a key indicator and sub 
indicators or a cluster of indicators for each change. 

Tip for fasilitators

Indicator or target?
Please do not mix the indicator name with the target. They 
are two different components of an indicator! Example: if 
the key question is “Has it become warmer?”, the Key indi-
cator is not ‘increase in temperature’ but ‘difference in tem-
perature’, because increase refers to a target! Sub indicators 
may be temperature in Celsius, felt temperature expressed 
by interviewees or a proxy indicator like operation days of 
outdoor swimming pools and visitor numbers. 

 Ask participants how they suggest measuring each 
of the indicators. Which scale and unit should be used 
to describe the change? Which is the specific sample 
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population? What is the instrument to collect this data? 
When and how often does the data have to be collected 
and by whom? How disaggregated does the collected 
data have to be? Disaggregation refers to detailed and 
separate data sets that are collected according to gender, 
function, region, age group or any other criteria. Write 
all these indicator specifications into the third column. 

Note
For some qualitative indicators you may not know the 
quality criteria and scale at this point of time. Espe-
cially in qualitative but sometimes also in quantitative 
indicators it is necessary to conduct a perception sur-
vey or a participatory workshop with key informants 
to capture dimensions of change. If so, make sure to 
include this participatory indicator definition as an 
activity during the inception or implementation phase 
into the project design. The tool Capturing Dimen-
sions of Change be helpful. Don’t forget to add the ad-
ditional project activity in the result chain! 

 Next step is to set the targets for each indicator. 
Go back to the result chain poster and review the in-
tervention logic with participants. Point to any of the 
post-its they had placed onto the poster. To which 
indicator does it refer to? Write the indicator name 
on it and ask participants to describe once more how 
change is expected to happen. What would the ideal 
result be? Can this be considered as a target for the 
project or is it too ambitious? Agree on the highest but 
still achievable target and define the time by when it 
can be realized. Proceed with all other post-its on the 
result chain poster. Write indicator name on the post-
it, discuss and define the target. Write all targets into 
the fourth column of your indicator table. Do not for-
get to specify if targets for disaggregated data sets vary. 
Sometimes a target cannot be defined at this point of 
time because it requires further expert consultation 
(see Delphi Forecast). Just as explained above, the defi-
nition of such targets as well as the collection of base-
line data can be part of the project’s actual activities.

RESULTS AND FOLLOW-UP:
Take a picture and transcribe the table into a spread-
sheet. Add one more column for the baseline and in-
clude the data if available, use the tables’ information 
to complete the indicators in the Logical Framework 
and the Result Chain and attach the table to the Project 
Proposal. Once the project is approved you will have 
to add further columns for all planned monitoring 
events, aggregated results, the level of target achieve-
ment and a column for comments as suggested in 

Table 19. This expanded indicator table will serve as 
the basis  to design the M&E system with Analytical 
Framework, Table of Variables, Monitoring Plan and 
will serve for overall progress monitoring.

  Capturing Dimensions  
    of Change

SOURCE: By Evelyn Speich-Baer 2013

PURPOSE:
This is a participatory tool to identify a rich set of in-
dicators which describe qualitative changes such as 
collaboration, communication and cooperation pro-
cesses, strategies or structures.

Opt for this
If resources are scarce and donors permit, choose vague 
qualitative indicators in the project proposal such as 
‘stakeholder perception’ or ‘satisfaction level’, ‘change in 
attitude’, etc., and use a participatory workshop at the 
onset of the project to define the actual quality charac-
teristics (sub indicators).

This tool also delivers baseline data. If adapted, it can 
serve as an evaluative tool to identify change.

GROUP SIZE:
Minimum 8 participants, can be large  
(around 50 participants)

TIME EFFORT:
Can be done in 1 hour even with a large group, if it is 
well prepared, organized and you can rely on strong 
co-facilitators 

PREPARATION:
The tool is designed to identify suitable output and 
outcome indicators that capture a range or possible di-
mensions of changes which are described by: 

Something that becomes absent or something 
that becomes present;
Something being desired or undesired, positive 
or negative and intended or unintended;
Changes in attitudes, behaviors and actions to-
wards an issue or a group of actors or individuals;
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Changes in relationships;
Institutional and cultural changes;
Change along a timeline, like from current to 
future. In case of a post evaluation it can also be 
now and before;
Changes in processes, strategies or structures.

When absence indicates  
evidence of change

It is often much easier to observe and evidently proof that 
something negative which was obviously present at the 

beginning of a project becomes absent. At the stage of 
project design we often do not actually know how exactly 
something may evolve. To describe quality characteristics 
of the unknown is much harder and close to a gamble!

The 16 questions in Figure 44 all focus on one single 
actor (any stakeholder) and how this stakeholder re-
lates to the process, structure or strategy in question. 
This can refer to any project initiated or supported col-
laboration or group such as a network, working group, 
farmers or community group, forum, or cooperative, 
which is aiming to improve the situation of a target 
group, beneficiary group or to achieve a specific objec-

Figure 44. Framework of questions to capture different dimensions of change

11  Replace A with any key stakeholder
12  Replace B with a target group, beneficiaries or a project objective
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tive. Choose your focus of actors and objective careful-
ly because the more you select the more questions you 
end up with. The goal is to work in subgroups with 2-4 

members. Each group shall discuss only one row with 
four questions. This enables participants to focus on 
one core perspective and is much more time efficient. 

Figure  45. Developing the qualitative indicators for the ‘Concept of state support for CSOs in Georgia’. The result of our exercise were 
four posters containing the statements in regard to desired and undesired process, attitude, behavior and actions. 
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Imagine a stakeholder workshop with 16 participants 
and 8 subgroups. This enables you to develop two sets 
of 16 questions focusing on two key actors and one 
and the same target or beneficiary group or objective.
For each subgroup you need to develop:

The instruction which should explain from which 
position or perspective they shall discuss. List the 
four questions. Instruct them to choose not more 
than 2-3 answers per question. They have to write 
each answer on individual pieces of paper. 
Provide prepared answer sheets for each question 
with the question written in small font at the top. 
You may also choose to use a color code or num-
bering system to be able to quickly retrace the 
pieces of paper to the respective groups to help 
you process the answer statements.

MATERIAL:
Group instructions and answer slips, four flip chart 
posters each with one of the titles Process, Attitude 
Behavior and Action, markers, scotch tape or glue.

FACILITATION PROCESS: 

 Introduce the group to the challenge of identifying 
indicators of change in a rather complicated or complex 
situation.  Make a brief summary of the different dimen-
sions of change. Explain that in this exercise the group 
will focus on absence and presence of issues, on what is 
desired and what not, explore the current process and 
elaborate attitudes, behaviors and actions of stakeholders.

 Present the instruction pack, explain the task and 
ask participants to split up into subgroups. 

 Participants discuss and decide about answer state-
ments. Assist if needed. You can reframe the questions 
but be aware that you should not imply answers or ma-
nipulate positions! Example for the top left question: 
Do you know that actor so and so has the potential to 
contribute something specifically but might be reluc-
tant to do so or hold it back? The term ‘influence’ in the 
first column can refer to financial contribution, consul-
tancy, active or passive participation, collaboration, co-
operation, communication, integration, etc. This really 
depends on your context. You may want to assign co-
facilitators to help you attend to the subgroups. 

 Collect all pieces of paper and ask volunteers to 
help sort them according to process, attitude, behavior 
and action. This is why you should opt for a simple 
coding system on the answer slips. 

 Divide participants into four groups with co-
facilitators and ask them to cluster the answer state-
ments according to themes and stick them to the four 
posters. They should write the themes as cluster titles! 
These themes will become your indicators and the an-
swer statements will serve as sub-indicators.

 Summarize the four posters and discuss the results 
with the group. What is surprising? Are themes over-
lapping? Which themes are more interesting, specific 
or more enlightening as indicators than others? 

RESULTS AND FOLLOW-UP:
The query creates a wide set of possible indicators. You 
may use a scoring/ranking approach to identify the 
‘smartest’ selection. The multitude of answer statements 
is a great source to develop questionnaires, scorecards, 
etc., for your output and outcome monitoring. As a 
follow-up it is recommended to develop a spread sheet 
with the first column listing all statements.  

All other columns would be your choices for ‘B’, pro-
cess, attitude, behavior, and action, desired, undesired, 
and all identified themes. Enter a code in all fields if 
the statement refers or applies to the column. Filtering 
will allow you to come up with a great description of 
the baseline such as undesired current situation, the 
initial vision, the image of actors, etc. We used this 
participatory tool with a large group of stakeholders 
to come up with statements for a scorecard with which 
the process of developing a concept between state and 
CSO can be monitored. 

  Logical Framework

SOURCE: 
The logical framework matrix (PMDpro 2011)
Project design manual Step by Step (ITC-ILO 2010)
Guidance on using the revised Logical Framework 
(DFID 2011)
A guide for planning and strategy development in the 
face of development (Hummelbrunner and Jones 2013)

PURPOSE:
The logical framework matrix is a very popular tool to 
present the project intervention logic. It is requested by 
most donors as part of the proposal. The matrix con-
tains the same information as the Result Chain and the 
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Indicator Table. In addition it addresses assumptions 
and risks and can contain resource input information.

GROUP SIZE: Small to medium

TIME EFFORT: 60 minutes

PREPARATION:
At least a Solution Tree but even better a comprehen-
sive situation analysis with stakeholder and risk analy-
sis plus a Result Chain and Indicator Table. Draw the 
lines of the matrix on the board or poster and add col-
umn and row titles as suggested in Table 20.

MATERIAL:
White or black board, the posters or handouts of tools 
from preparation, pieces of paper, markers, scotch tape

FACILITATION PROCESS: 

 Review the result of the preparation such as the So-
lution Tree and the Result Chain with the participants. 
The Log Frame contains the same information but it 
uses a slightly different language in contrast to the re-
sult chain (Figure 46).  

Ask participants to transcribe the respective state-
ments from the result chain on pieces of paper and 
arrange them into the fields of the first column of the 
Log Frame. Each of those project purpose statements 
should start with ‘To…’. Some projects have an overall 
objective and several sub-objectives and results, which 
usually correspond to the components of the projects. 
List them all in the same first column and use a logical 
breakdown structure for the numbering. Be careful to 
keep consistent numbering. It should be the same for 
the result chain and the Log Frame. The activities are 

also listed in the first column at the bottom, which you 
should also number consistently. If possible it should 
refer to the different components of the project. The 
same numbering will be used in the work breakdown 
structure of the Work Plan as well as the Implementa-
tion Plan Master-sheet. 

 Start with the activities and ask participants to de-
scribe the underlying assumptions. List them in the 
corresponding field in the same activity row of the last 
column. Also list all reasonable risks that could hin-
der smooth implementation. You may use differently 
colored pieces of paper to clearly highlight risks. Con-
tinue with the upper next level. Ask participants to dis-
cuss and describe which conditions they assume to be 
supportive to achieve the results and objectives. Which 
risks and barriers are they aware of that could challenge 
the success of the project and hamper or restrict the 
achievement of the results, objectives and goal? This re-
flection on assumptions and risks is very important. On 
one hand the group may identify challenges that have 
been missed in the project design. It gives the opportu-
nity to correct the strategy, to add or change activities 
or to develop a plan B. On the other hand it informs the 
donor that these eventualities were considered. If a do-
nor approves a proposal with these given risks he agrees 
that they can be used as justified argument if the spe-
cific target cannot be achieved. It is a sort of insurance 
mechanism for your CSO. Then, list all the assumptions 
and risks that come to mind in the respective fields. 

 Ask participants to transcribe the indicator names 
with disaggregation and target information including 
the sample population and timeframe from the indica-
tor table. Attach them to the corresponding fields in 
the second column.  They may use different colors or 
symbols to highlight quantitative & qualitative, output 

Table 20. Comparison of terminology
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& outcome or progress & performance indicators. This 
visualizes the use of triangulation in the monitoring 
system. 

 Complete the indicator specification in the third 
column which is called means of verification. It should 
contain the methodology of data collection including 
responsibilities and frequency of monitoring. Also dis-
cuss the availability of baseline data and if possible add 
this information. 

 Discuss with the group which resources are re-
quired for which activities. This is a rough estimate of 
material, HR, travel, time, budget and cost share. Write 
them on cards and arrange them into the free space of 
the second and third column on the activity level. 

 Walk and talk participants through the interven-
tion logic of the Log Frame. You always start from the 
lower left side and move from field to field in the same 
row to the right side and jump from the assumption 
and risk field diagonally to the next upper level again 
to the left column. Continue, field by field to the right, 

jump up as indicated by the arrows in the table below 
from activity level to output level and outcome level 
until you arrive at the ‘goal’. 

 Title the matrix with the name of the project and 
implementation timeframe.

RESULTS AND FOLLOW-UP:
Take a picture of the result and transcribe the matrix to 
a spread sheet. Complete the information of resource 
means as soon as the Work Plan and Budget Plan are fi-
nalized. If serious risks have been identified, proceed with 
a risk assessment. This can include tools such as Force 
Field Analysis, SWOT Analysis or Systemic Appraisal.

Memo
The intervention logic used in the result chain and in 
the Log Frame must be part of regular review in moni-
toring events. The logic is based on assumptions but 
these can simply be wrong. This is why they need to be 
discussed in monitoring. 

Figure 46. Discussing assumptions and risks. On the board to the left is a Result Chain. Post-its contain indicators. The Log Frame 
is being developed on the right side of the board.
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  Kill The Project

SOURCE: 
MAPA (Schiefel and Doebel 2001)
Project Cycle Management Technical Guide  
(Bishop 2001)

PURPOSE:
As the title already indicates this exercise seeks poten-
tial gaps, risks and wrong assumptions in the interven-
tion logic which may cause the project to fail

GROUP SIZE:
5-20 participants – choose the core project design 
team plus selected outsiders

TIME EFFORT: 60 minutes

PREPARATION:  
Result Chain and Logical Framework

MATERIAL:
Either the posters or handouts of the project  
design charts

FACILITATION PROCESS: 

 It may be a bit hard to interest your participants 
in this exercise. Just start with an honest introduction. 
When designing a project we get very familiar with the 
key issue and the chosen strategy. But this always caus-
es a certain amount of blindness. During the process of 
assessing needs, identifying the key problem and ana-
lyzing the situation a certain consensus was achieved 
by the group. Despite intense and critical analytical 
work using participatory tools with broad stakeholder 
involvement, it happens that we normally and natural-
ly exclude certain views or topics. Through this exer-
cise and with the help of "outsiders" who do not share 
the group's background, the team can change their 
perspectives once more. This allows a critical analysis 
of the intervention design and helps to identify "blind 
spots" before finalizing it. 

 Try your best to stimulate the group into a more 
critical and aggressive mood. You may ask them to 
slip into the costume of an opponent and gossip about 
the project’s failure, flaws and faults like a yellow press 
journalist. Form small groups with the task to develop 
headlines of failure. Provide the following list to the 
subgroups. It provides key areas where they should 
identify potential issues:

Consistency of the project logic – Find reasons 
why activities do not lead to results, outputs do 
not lead to objectives and outcomes do not lead to 
goals and intended sustainable impact. Where is 
the reasoning wrong?
Where does the project create costs for stakehold-
ers and why could they become critical in com-
parison to benefits?14 
Indicators – Why are they not useful and smart? 
Assumptions – How are they faulty and not realistic?
Relevance – Why does the project not reflect 
stakeholder needs, desires, intentions, and in-
terests? Why does it not fit into the strategy and 
policy of the government?
Which cross cutting issues like gender, youth, in-
clusion, environmental sustainability, etc., would 
apply to the project context but have been missed?
Why would the project not fit into the funders’ 
policy?
Who would actively oppose the project? Which 
arguments would they use to affect the project’s 
initiatives?

 After about 20 minutes of subgroup discussion, 
meet in the plenum to present and discuss the findings. 
Draw conclusions with the participants on how spe-
cific strategies in the project may have to be changed 
or which measures would have to be considered in risk 
management.

RESULTS AND FOLLOW-UP:
Amend the project design accordingly

14  See also private and social costs/benefits (Bishop 2001). Costs can be additional physical effort, time, money or 
material, social or political exposure, demand of family or neighbour support and loosing face or position in case of 
failure, etc.



P R O J E C T  M A N A G E M E N T
H A N D B O O K106

  Work Plan
    and Implementation
    Master-sheet

SOURCE: 
Activity definition and sequencing (PMDpro 2011)
The work breakdown matrix (ITC-ILO 2010)
Overall plan of implementation (Novartis 2005)
Check for activity work plan in templates (UNDP-1)

PURPOSE:
The work plan is a core management tool which ena-
bles the project team and partners as well as the donor 
to keep control over the implementation progress. The 
project proposal usually contains only a rough work 
plan of interventions which is laid out by month and 
year on one single page. Once the project is approved 
and enters into the set-up phase it is time for the project 
team to refine this planning in greater detail. This plan 
is called the Master-sheet and is a large Excel worksheet 
with time planning broken down by day or week. 

GROUP SIZE:
It is usually done by a small to medium sized core team.

TIME EFFORT:
For the initial rough work plan approximately 45-60 
minutes.

PREPARATION:
Result Chain, Indicator Table and a Logical Framework .

MATERIAL:
White/black board or poster, slim long pieces of paper, 
markers, scotch tape, post-its, handouts of the Result 
Chain and Log Frame. 

FACILITATION PROCESS: 

 Draw a large table similar to the table in Figure 48 and 
request participants to review the handouts of the Result 
Chain and Log Frame. You may ask volunteers to quickly 
present the intervention logic of the project. Tell them that 
the purpose of this session is to come up with a rough work 
plan. It will contain all core activities and sub-activities. 
Time markers will show the planned start, length and end 
of these interventions and indicate deadlines for project 
milestones. Milestones usually are publicly visible events or 
tangible products such as a publication or a Memorandum 

of Understanding that mark the completion of a process. 
The work plan will also state when M&E events take place. 

 Form subgroups according to the components of the 
project. Task for the groups is to define the core sub-ac-
tivities for each activity listed in the Log Frame. Partici-
pants shall write each sub-activity on a piece of paper and 
indicate the timing with small letters in a corner of the 
paper. Sub-activities should not be too detailed. They will 
serve as a guidance to develop the comprehensive work 
plan in the master sheet once the project starts. 

 Each subgroup presents their activities and attach-
es them loosely but following a logical order according 
to time hierarchy to the first column. 

 The group defines missing activities for the Incep-
tion and Project closure phase and arranges all cards in 
a logical sequence.

 Decide on how to number the activity cards. Num-
bering should be consistent with Log Frame and allow 
the use of ‘fill series’ in excel. 

 Agree on timing for each activity row and mark it 
in the table. 

 Discuss which milestones should be set and when.  
Indicate them with a sticky note or a symbol. Remem-
ber, milestones should be tangible project products. 
This makes them different from an indicator of change.

 Discuss useful frequency and timing for M&E ac-
tivities. Use either symbols for monitoring and evalua-
tion in the timetable or allocate extra activity rows for 
this quality and progress control.

RESULTS AND FOLLOW-UP:
Take a picture and transcribe the table onto a spread sheet 
like suggested in Figure 48. It will be part of the project pro-
posal. Copy and paste the relevant activities into the budget 
plan template using the agreed work breakdown number-
ing. Once the project enters the inception phase extend 
the work plan with all detailed sub-activities. To do this 
you may opt for a similar participatory process with each 
sub-team responsible for the different project components. 
This will create better ownership and alertness. Insert ad-
ditional columns, like who is responsible, accountable, to 
be consulted or informed (see RACI) and columns for 
planned budget, spent cost as well as output indicator tar-
gets and results as presented in Figure 49. This master sheet 
will serve as the projects work matrix and allow all staff to 
have constant control over the implementation process.
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   Budget Plan

SOURCE: 
Financial management essentials (MANGO 2012) 
which is downloadable in Russian

PURPOSE:
The budget plan (see Figure 50) presents the allocation 
of implementation cost according to a timeline. It is 
usually broken down by year only. The plan enables ex-
penditure planning and monitoring and is a core tool 
in project management.

GROUP SIZE:
Small core team including project accountant

TIME EFFORT: Often takes days

PREPARATION:
Clarity on the activities, the scope of the project and 
operational support such as HR, infrastructure, etc.

MATERIAL: Excel based spreadsheet

FACILITATION PROCESS:

 Team up with the accountant of the organization 
to develop the template of the spreadsheet. The sample 
in Figure 51 is for guidance but it has to be adapted 
to the donor’s requirements and to the organizations’ 
accounting system. This is important so that the ac-
countant will be able to work with it and give monitor-
ing feedback on actual spent versus planned to your 
team. Keep an eye on the currency to be used and the 
exchange regulations, allocation of budget lines to the 
operational or activity budget part and the structure of 
cost centers, account codes and sub-categories. Make 
sure that you create this template with automated cal-
culations of annual and overall sum in every row. As 
soon as the budget is established, the accountant will 
be able to insert additional columns to allocate the 
right codes to each budget line. It is also helpful to de-
velop a guiding list of all standard cost items with units 
and unit costs. They can be derived on average unit 
cost from the previous year or on estimates consider-
ing actual current costs. Use an extra work sheet in 
the same folder for the guiding principles of the donor 
for budget development and the lists with cost centers 

and cost items. Once the template is created, copy and 
paste it into an extra work sheet for each project com-
ponent. Add all respective component activity lines as 
they appear in the Work Plan. 

 Introduce the staff to the template and request each 
component team to elaborate all necessary budget 
lines for each sub-activity.  Don’t forget to show them 
how to insert additional rows with the same back-
ground calculation and where they can find baseline 
information on unit costs. This is the moment when 
they have to reflect on the actual scope of their future 
activities. This process creates high ownership and 
responsibility. You may want to restrict each team to 
plan within a minimum-maximum budget boundary. 
Each team has the task to define all activity cost items, 
type of units, amount of units and unit costs for each 
year. They can link the fields with the unit cost list. 
Be clear about currency and exchange rates. Best is to 
include a list of all relevant currencies and exchange 
rates to which all component tables are linked. This 
enables easy adaptation to changes. In terms of opera-
tional costs you may ask them to maintain a table for 
each activity and add the total annual sum into the re-
spective field. In most CSOs, HR costs are confidential. 
This is why the teams may simply suggest the amount 
of work input per position and activity using the full-
time equivalent approach FTE.15 

 Once the component teams have submitted their 
suggestions, the data of all worksheets is merged into 
one main budget plan.  Sum up all annual operational 
costs by adding the respective cells from each compo-
nent budget. For the activity budget, copy-paste all ac-
tivity rows from each component plan into the overall 
activity budget plan. When copying in excel choose 
‘paste special’ and then left click to select ‘paste link’. 
This will result in a table in which all activity costs are 
directly linked to the worksheets of the component 
budget plans. The goal is to come up with a budget plan 
that fits on one A4 or A3 page, not more. Hide or de-
lete all unnecessary rows and only keep the key activ-
ity budget lines. Review how the total budget matches 
with donor expectations and amend it. Be careful and 
always do the changes in the respective component 
worksheets or lists. Never do it in this main budget 
spreadsheet otherwise you will quickly lose track.

 Some donors also request a budget justification. 
This can be provided by adding two additional col-
umns in the main table for ‘clarification of budget 

15  One FTE equals 240 working days per year delivered by one person.
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Table 24. Main budget plan for budget planning on component level 
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items’ and ‘justification of the estimated costs’. Usu-
ally donors also request a specific summarized budget 
presentation. For this you will have to develop a new 
table in another worksheet according to the donor’s 
budget summary lines and link it to the main budget. 

 Most donors also request a summary according to 
sources and cost share. Create this table again in a new 
worksheet and link it with the main budget. Figure 52 
provides an example of such a table.

RESULTS AND FOLLOW-UP:
Note that activity budget planning should not be the 
task of the accountant but the duty of project officers. 
They should be responsible for accurate financial plan-
ning and spending. To do this they need close feed-
back loops provided by the accountant on spending 
and budget availability. During the implementation of 
a project it is important that the accountant provides 
monthly updates to each project component on the ac-
tual expenses and informs them on their financial plan-
ning accuracy. Referring to average expenses from the 
last three months is also a valuable guideline for upcom-
ing planning. Simply copy-paste the two first columns 
of the main budget and create a new table as presented 
in Figure 51. The table can be developed for each single 
component or for the total project. It can also contain 
additional columns for project staff to provide a spend-
ing forecast for upcoming months to the finance depart-
ment. The table is a very important communication tool 

between project staff, finance department, director and 
board for monthly budget monitoring.

  Organigram

SOURCE: 
Typical organizational structure of a CBO
(CORE 2006)
Staff profiles (Schiefel and Doebel 2001)

PURPOSE:
The organigram is a visualization of the management 
structure of a project, program or an organization. 
Some donors request this as part of the proposal. If 
not, it should be clarified and agreed on during the first 
board meeting of the project in the inception phase.

GROUP SIZE:
usually designed and prepared by a small core plan-
ning team.

TIME EFFORT: 30 minutes

PREPARATION:
Clearly defined project design with knowledge about 

Table 26. Presentation of cost share in a proposal
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HR needs and stakeholder-partner agreements.

MATERIAL:
White/black board or poster, pieces of paper, markers 
and scotch tape.

FACILITATION PROCESS: 

 Write all individual positions on word cards.

 Define the different hierarchical levels in your or-
ganization or project. 

 Arrange all project staff positions according to the 
logic sequence of their positions’ responsibility within 
the center of the board. Place relevant stakeholders 
and partners outside on corresponding levels. 

 Link cards with straight lines if the relationship is 
subject to a HR-supervisory authority or accountable 

and directive role. All other relationships are a mutual 
cooperation.

RESULTS AND FOLLOW-UP:
Transcribe the chart into a digital version and develop 
staff profiles (Schiefel and Doebel 2001) for each posi-
tion including roles and responsibilities. To do this it 
is helpful to develop a RACI. The organigram and job 
descriptions must be approved by the board. The latter 
should contain the relevant milestones, targets of out-
put and outcome indicators which are the responsibil-
ity of the respective staff and provide an outline of the 
work plan. The board should also provide the frame-
work of decision making authority. It is important to 
define which position has which authority in decision 
making including scope, budget and timeframe. Also, 
the pathways for communication and reporting must 
be clarified.

Figure 47. Typical hierarchical structure in a CSO with pathways of responsibility
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  RACI

SOURCE: 
RACI matrix (PMDpro 2011)

PURPOSE:
The RACI matrix is a simple management tool to de-
fine the roles and tasks in collaboration and decision 
making processes within a group of actors. These roles 
or tasks are being responsible (R), accountable (A), 
consulted (C), and informed (I). This RACI matrix can 
be used for internal organizational management, be 
part of an implementation work plan or used to clarify 
the cooperation with or between stakeholders.

GROUP SIZE: Flexible

TIME EFFORT:
Depends on scope and detail of the matrix.

PREPARATION:
Clear understanding of key tasks and processes in an 
organization, project or cooperation network.

MATERIAL:
Board, flip chart, pieces of paper, markers, etc., or lap-
top and beamer, working directly in an excel spread-
sheet.

FACILITATION PROCESS: 

 Clarify the core purpose of the expected result and 
define all key processes, activities and sub-activities 
that need to be considered in the matrix with partici-
pants. You may choose a ‘Brainstorming and Mind-
mapping’ session followed by sorting and clustering 
with an Affinity Diagram or base it on already identi-
fied activities from an existing work plan and/or or-
ganigram. 

 Step two is to identify all actors who are somehow 
involved in the process or activity. It is all about who 
is RESPONSIBLE to implement, who is ACCOUNT-
ABLE that it happens correctly, who must be CON-
SULTED before decisions are taken, and who must be 
INFORMED about what is happening. Eventually you 
will find that in your context it would be suitable to 
know who has to assist or SUPPORT others. Simply 
add it if it makes sense to you.  Make a list of the actors 

Table 27. RACI matrix variation A
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Table 28. RACI matrix variation B

Table 29. RACI matrix variation C
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with positions and organizations. Names are only use-
ful if no staff turnover is expected. 
Sort the processes or activities in a logical sequence.

 Choose one of the options that are presented in the 
three tables above and draw the structure to the board. 
The RACI matrix variation A and B can both easily be 
inserted into a Gantt chart. If many different actors share 
the same task or role it might be better to choose version 
B. Table 21 however provides the opportunity to filter all 
tasks that are assigned to one and the same actor.   

 Depending on your choice of table design, add the 
respective word cards for process, task descriptions or 
actors’ name or write the letter R,A,C or I into each 
field of the matrix until the table is completed.

RESULTS AND FOLLOW-UP:
The table is transcribed to a spreadsheet and shared 
with all actors. The matrix is very helpful to develop 
staff profiles or job descriptions and organizational 
guidelines in HR, procurement, finances or logistics 
and is a very valuable reference in daily process man-
agement.

  Analytical Framework

SOURCE: 
Own adaptation from the analytical framework pro-
posed in the METGUIDE (Dayal et al.)

PURPOSE:
Monitoring and evaluation both aim to answer the two 
core questions: 

How and why do activities lead to outputs? 
How and why do outputs lead to outcomes? 

The Result Chain depicts the causal linkage on the ag-
gregated level. Yet, it does not show how the different 
indicators are interconnected within this system of 
change. The analytical framework describes this using 
the projects’ indicators as variables which are subject 
to positive and supportive interrelations. Just like the 
result chain the analytical framework is a flow chart. 
It serves as a baseline to develop the M&E system and 
is a key reference point in analysis, interpretation and 
conclusion of M&E findings.

VARIABLE CARD

VARIABLE ... : The degree of 
(replace with indicator name) is positively  
related to ...

GROUP SIZE: A smaller core group is better.

TIME EFFORT: 60 minutes

PREPARATION: Fully defined Result Chain or Logi-
cal Framework with the agreed set of indicators. 

MATERIAL:
White/black board or poster, template pieces of paper, 
markers, scotch tape.

FACILITATION PROCESS:

 Write every single indicator including all sub-indi-
cators on the prepared piece of paper as presented in 
the textbox "Variable Card". 

 Arrange all pieces of paper on the table so that they 
are in a logical sequence according to their relation-
ship. Stick cards to a poster or board and connect them 
with arrows whenever they are subject to a relation-
ship. You may use dotted lines to indicate weaker re-
lationships. 

Figure 48. Challenge accomplished. CSIs analytical framework 
for its new BftW funded project
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 Look at the assumptions and risk part in the Log 
Frame and develop questions that interrogate whether 
an assumption holds true or a risk factor is prevalent. 
Write each question on paper slips and stick them to 
the area of your flow chart. As illustrated in Figure 55 
they should be close to the area whe  re it would make 
sense to examine these framework conditions. 

 Write on each variable card all types of instruments 
or tools to collect the information. They should be spec-
ified in the Log Frame under ‘means of verification’. You 
should always triangulate data from different sources 
and perspectives. This is why you rarely have just one 
single instrument for data collection per variable. How-
ever, to be efficient you most certainly will collect data 
for several variables with one and the same instrument. 

 In a last step you may still add the underlying pro-
ject activities to the chart.

RESULTS AND FOLLOW-UP:
The final chart presents how outcome indicator re-
sults are positively related to the project output results. 
Once monitoring data is available, this analytic frame-
work is revisited. It will help to answer the two key 
questions mentioned above. The table will also reveal 
if the assumed causality towards change indeed holds 
true. Together with the table of variables this chart is 
used as a base to develop the data collection matrix 
and finally the monitoring plan. 

  Table of Variables

SOURCE: By Evelyn Speich-Baer 2013

PURPOSE:
The key goal of this variable table is to develop one 
single spreadsheet which gives detailed instructions 
on which data has to be collected and how it will be 
evaluated. Let us look at some typical, supposedly 
quantitative indicators that could be stated in your 
project proposal

Number of households with access to improved 
sanitation;
Number of teachers with strengthened capacity;
Percentage of departments with improved 
government-citizen cooperation;

Number of networks with improved communica-
tion structures.

Do these indicators sound familiar? But what ex-
actly do you suggest could ‘good access’ stand for? 
And when is sanitation improved? How is a capac-
ity stronger? What is a good level of cooperation and 
when does communication work well? We find many 
qualitative questions hiding behind a simple number 
or percentage. It is very common that project proposal 
documents do not describe such qualitative indicators 
in detail. Yet, quality is highly subject to individual 
perception and interpretation. It permits a wide range 
of dimensions with different characteristics, criteria 
and quality ladders. Furthermore, qualitative indica-
tors which demand disaggregation have some quanti-
tative elements. Project officers who are faced with the 
task to collect monitoring data are often overwhelmed 
once they really start to reflect about the meaning of an 
indicator. What exactly are they to measure and how 
should they attribute value? 

Projects are bound by contract to report on the set of 
indicators that are agreed on with the donors. Many 
donors prefer a small indicator set with rather sim-
ple, clearly achievable, quantitative result indicators 
in the contracts. This is sort of a paradox towards 
the aim of outcome and impact orientation. Once 
it comes to reporting, they still seek colorful stories 
about quality and the actual outcome or impact of the 
project.  Anyway, each project produces much more 
data and some additional qualitative information can 
easily be collected. Invest the time during the incep-
tion phase and give some thought to it. Which addi-
tional indicators might be beneficial for the project to 
collect? Do all indicators have a qualitative and quan-
titative aspect or should we add sub-indicators? What 
important quality category, criteria or disaggregation 
is still missing?  

Monitoring is repetitive collection and processing of 
data over a couple of years and eventually with chang-
es in staff. This process has to be consistent if results 
should be comparable or used for trend assessment. 
This is why it is important that the project team defines 
all indicators in detail at the beginning of a project. 
And, whenever possible, involve stakeholders into this 
process so that you integrate their perception of qual-
ity and not just yours. This tool provides the structure 
to do this. Once the table of variables is developed, you 
will have a clear guideline for your staff and find that it 
can also serve as a template for data input. 
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GROUP SIZE: Small

TIME EFFORT:
Depends on complexity of set of indicators

PREPARATION:
Approved Logical Framework and Indicator Table

MATERIAL: Excel file, laptop, beamer

FACILITATION PROCESS: 

 Develop an excel spread sheet with the columns as 
suggested in Figure 56. Copy the indicators from your 
indicator table with their respective numbering into 
the first two columns.

 Start to discuss the first indicator. Is it a simple 
quantitative or a more complex qualitative indica-
tor? What are the different dimensions and aspects 
of this indicator? Do stakeholders have very differ-
ent perceptions in regard to the indicator? Will you 
have to disaggregate accordingly and consult them 
separately? Which different categories and criteria 
do you have to consider? What is the range from 
worst to best case scenario for this indicator? De-
fine the set of sub-indicators, their characteristics, 
the quality criteria and different factors of disaggre-
gation. Always start with the quantitative part of an 
indicator like numbers and percentages according 
to disaggregated sources. In quantitative data, the 
columns for statement ladders are not needed. This 
section of the table can be used for additional dis-
aggregation. For qualitative indicators agree on the 
wording for each statement ladder. Eventually you 
need to develop a guideline in a separate worksheet 
to define exactly the framework for each ladder 
level. See also ‘performance rubrics’ Table 6 and the 
ladder descriptions in Table 10 in Chapter III. Also 
refer to ‘Capturing Dimensions of Change’ if you in-
clude a participatory approach to define desired and 
undesired ‘quality’. 

 Agree on the rating values attributed to each lad-
der. Be clear for each row whether the lowest ladder is 
negative, zero or a one.

 Sometimes it is important to attribute different sig-
nificance to the sub-indicators of one indicator. This 
can be done by including a weighting option. Only 
use this if the additional complication is really of high 
value. 

 Type the overall target as agreed on with the donor 
into one of the empty fields of the second column.

 Apply a useful system for numbering each row that 
breaks down the variables within this first indicator 
(see first column in Figure 56). This numbering style 
has to be consistent with the one used in the indica-
tor table. You will find that these numbers will be very 
helpful to develop the tool Data Collection Matrix. 
Proceed using the same process until you have defined 
all indicators as listed in the indicator table.

RESULTS AND FOLLOW-UP:
You can use this table directly for data input or develop 
a data input table based on the table of variables add-
ing calculations to indicate the indicators’ progress to-
wards 100%. You may also include an indicator sum-
mary with a signal light system for each key indicator. 
This is all up to your own creativity. In our example in 
Figure 56 the ladders are limited to four columns to 
keep it simple and clear. Of course more can be insert-
ed if necessary. However it is best to keep it as compact 
as possible, fitting it on a landscape A4 page. This table 
together with the data collection matrix is a handy tool 
that helps project staff to develop surveys, score cards, 
checklists and other monitoring instruments. If used 
for data input it provides information on the overall 
progress of the project. This is very helpful when writ-
ing reports. But, be cautious, such monitoring data 
does not tell you why numbers or quality benchmarks 
have been achieved and whether they are indeed rel-
evant or of any significance to the beneficiaries. That 
is once more why we should never neglect a participa-
tory approach. Review and verify your data set and in-
terpretation with stakeholders. Change oriented M&E 
in complex social systems is about answering WHY 
and not just WHAT.  



P R O J E C T  M A N A G E M E N T
H A N D B O O K120

Ta
bl

e 3
0.

 A
 ta

bl
e o

f v
ar

ia
bl

es
 th

at
 il

lu
str

at
es

 th
e d

et
ai

ls 
of

 in
di

ca
to

rs



P R O J E C T  M A N A G E M E N T
H A N D B O O K121

  Data Collection Matrix

SOURCE: By Evelyn Speich-Baer 2013

PURPOSE:
This simple matrix is a logistics tool. It links resource 
persons or resources with the desired set of informa-
tion for each monitoring data collection instrument. 
This facilitates the development of enquiries such as 
surveys, guidelines for interviews, questionnaires or 
score cards as well as planning and organizing of mon-
itoring trips or events.

GROUP SIZE: Small

TIME EFFORT: Approximately 1 hour

PREPARATION:
Analytical Framework and Table of Variables

MATERIAL:
Spreadsheet, laptop and beamer or large board, pieces 
of paper, marker and scotch tape and handouts of both 
tables (Figure 55 and Figure 56).

FACILITATION PROCESS:
Draw a matrix with one row for each monitoring data 
collection instrument as it appears in the analytical 
framework. Add columns for each group of inform-
ants or resources as they are specified in the table of 
variables. Complete the matrix fields by placing either 
the names of the indicators or the row numbers from 
the table of variables into the respective cells.  

RESULTS AND FOLLOW-UP:
Design questionnaires, surveys, group discussions, 
media review guidelines, check lists, score cards and 
other monitoring instruments. The table will help you 
to produce the right set of questions. Plan costs and 
logistics for data collection and develop the Monitor-
ing Plan.

  Monitoring Plan

SOURCE: Planning matrix for monitoring (UNDP-1)

PURPOSE:
The monitoring plan is a detailed spreadsheet which 
can combine a work plan, RACI, budget plan, indica-
tor table and issue log. It helps project staff to imple-
ment the tasks of monitoring in time, scope and on 
budget and is a tool to keep record of challenges met 
and successes achieved.

GROUP SIZE: Small core team

TIME EFFORT: Depends on detail of the plan

PREPARATION:
Work Plan, Indicator Table, Table of Variables and 
Data Collection Matrix

MATERIAL: Excel spreadsheet

FACILITATION PROCESS: 

 Review the project activity Work Plan to identify 
when which monitoring activity should occur. Usually 
the work plan only highlights progress or performance 
monitoring events without specifying the activities in 
detail. Use the same terminology as it is used in the 
Implementation Master sheet to develop the core work 
breakdown structure of this monitoring plan. 

 First define the progress monitoring activities. They 
are mainly located on the activity/output level. Include 
also regular activities like a review of the work plan 
status and review of budget spending versus planned. 
Just as described in the work plan on page 106, the ac-
tivities are again broken down into sub-activities. This 
could be the development of surveys, testing of sur-
veys, training of interviewers, data collection, process-
ing of data, analysis of data, interpretation and verifi-
cation of data, and updating monitoring results in the 
indicator table. List all these activities according to a 
hierarchical logic in rows and distribute the suitable 
work breakdown numbering. 

 Secondly, identify the core activities needed to 
monitor the project performance. These include all 
necessary activities to collect the data of outcome in-
dicators with sub-activities as above plus participatory 
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workshops to identify and assess unintended impacts 
and the project’s contributions. Suitable participatory 
monitoring tools can be Semi-structured Key Expert 
Interview, Polarized Statements Inquiry, Focus Group 
Discussion, H-Form, Timeline or Process Map of 
Change, Star Model, and Most Significant Change Sto-
ries. Again, list all these detailed activities in a useful 
hierarchical work breakdown structure. 

 Define all key actors who are involved, list them in 
columns and assign the roles as suggested in the RACI 
tool.

 Insert GANTT16  chart-style time columns and in-
dicate for each activity the possible time frame. 

 Add a budget column to indicate the allowance 
for each key activity. This is especially important for 
activities like surveys which might be outsourced as 
sub-contracts or for larger stakeholder events or sev-
eral day long staff workshops. 

 Add consistent numbering in the very first column. 
You may also insert further columns in the beginning 
or at the end of the table to indicate the project com-
ponent, results and objectives, indicators and targets. 

 Add further columns to inform on special ap-
proaches to be used, assumptions and risks, comments 
for challenges and reference to the monitoring data 
base, etc.

RESULTS AND FOLLOW-UP:
The development of the detailed monitoring plan-
ning can be done step by step as long as it happens in a 
timely manner before the monitoring has to take place. 
The plan should be a working document and finished 
monitoring activities should be marked and results 
briefly explained in a last column with reference to 
where data is stored. 
 
 

 

  Evaluation ToR

SOURCE: 
Evaluation Terms of Reference and Quality Standards 
(UNDP-2)
Principles for evaluation of development assistance 
(OECD-DAC 1991)
DAC Criteria Georgian translation is downloadable 
from www.csogeorgia.org

PURPOSE:
Evaluations are mostly outsourced to independent ex-
ternal evaluators. The ToR contains the specific con-
tent, process and approach desired by the client. The 
client either is the donor or the project implementing 
organization.
An evaluation is always about understanding the qual-
ity of a project. The five DAC criteria are

Relevance
Efficiency
Effectiveness
Impact
Sustainability 

These are the five basic international quality criteria 
to evaluate an intervention.  Every evaluator should 
be familiar with them and address all five criteria in 
his work unless contract agreements specify other-
wise. However, an independent evaluator does not 
automatically know which focus and questions are 
of special interest to the client. This could be for ex-
ample a specific time or actor perspective, certain 
cross cutting issues or possible positive or negative 
project effects. This is why the evaluation terms of 
reference are required. They serve as the framework 
and binding instruction to implement the evalua-
tion. The ToR define the scope, time and budget of 
the full evaluation process with the key steps plan-
ning, data collection, data analysis, interpretation, 
and verification of findings, reporting and feedback. 
The ToR usually is part of bidding requests and the 
evaluation contract. Some donors request prelimi-
nary ToRs as part of the project agreement. In any 
case it is recommended to prepare a ToR draft al-
ready during the inception phase.

16  A Gantt chart is a type of bar chart, developed by Henry Gantt in the 1910s, that illustrates a project schedule
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GROUP SIZE: Core project team 

TIME EFFORT: n.a.

PREPARATION:
Project Proposal and all other key project documents 
including old related evaluation reports. If applicable, 
conduct a stakeholder workshop to identify evaluation 
focus and key guiding questions.  

MATERIAL:
Project documents as mentioned above for reference.

FACILITATION PROCESS:
Figure 58 gives the outline to develop the ToR content.

RESULTS AND FOLLOW-UP:
The ToR is the framework for evaluation teams to de-
velop a tender document; it serves to assess and select 
the best team and serves as the reference to review the 
quality of the evaluation and its report. Based on the 
ToR the evaluation team develops its internal Evalua-
tion Guideline and Plan.

Table 32. ToR for Evaluation
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  Evaluation Guideline
    and Plan

SOURCE: 
Evaluationsleitfaden (Stockmann 2006)

PURPOSE:
Even if you will not act as the evaluator it is helpful 
to know about the process, the tools and the structure 
of an evaluation. Both, the plan and the guideline are 
practical tools for evaluators to conduct the evalua-
tion. Similar to the monitoring plan the evaluation 
plan, too, is a logistics tool. It clarifies the work break-
down structure and defines who has to be involved 
how and when. 

The evaluation guideline helps the evaluator to struc-
ture and keep oversight on the information that needs 
to be collected and analyzed. Typically, an evaluation 
of a project should study the five following key areas: 

The project and its environment
Performance of processes
Internal organizational capacity to implement the 
proposed project
Goal acceptance among stakeholder
Quality of the project

The first four areas describe the appearance of the pro-
ject and elaborate questions like: What was planned 
and in which setting? How was the project planned 
and implemented? How did the project handle chal-
lenges and keep control in order to achieve intended 
outcomes? How did the project build and make use of 
team work, personnel capacity and external support? 
How did the project coordinate activities and actors? 
How did the project actually match expectations and 
needs of its stakeholders? 

The fifth area, however, is the interpretation of the 
findings and the assessment and ought to answer ques-
tions such as:  How well was the project implemented? 
How well did it achieve intended objectives? How well 
did it actually serve stakeholder’s needs and expecta-
tions? Regular evaluations demand the application of 

all five DAC17 criteria to the assessment areas as listed 
above. However, this is not always the case and some 
ToR specifically request a focus on only 2-3 selected 
DAC  criteria and/or additional consideration of cross 
cutting issues such as participation, gender, youth, in-
clusion or others. 

GROUP SIZE: Small

TIME EFFORT: n.a.

PREPARATION:
ToR and study of project documents.

MATERIAL: PC spreadsheet 

FACILITATION PROCESS:
It is useful to first develop the evaluation guideline. 
This leads into the list of means for data collection 
which you need to develop the evaluation plan.

 Study carefully all evaluation questions as they are 
specified in the ToR.
 

 Develop a spreadsheet with columns as suggested 
in Figure 59.
 

 Follow the suggested sub points of the content as 
listed in Table 24. Decide if it is relevant in your con-
text and if so develop specific sub-questions which re-
flect the requested focus and guiding questions of the 
evaluation according to the ToRs. 

 In the column ‘guiding question’ either write the 
number of the evaluation question as it is used in the 
ToR or develop your own system. All following col-
umns refer to the DAC criteria and if applicable other 
cross cutting issues. Mark row by row and in each col-
umn if the specific sub-question refers to this criteria. 

 Filter all sub-questions first according to each guid-
ing question and followed by each DAC criteria. Copy 
the filtered and selected sub-questions and paste them 
in groups into another worksheet or word document. 
Reflect if the sub-question group sufficiently elabo-
rates each guiding question or whether it provides suf-
ficient insight to assess the project’s quality. 

 Refine the sub-questions until you are rather con-

17  The assessment of efficiency and impact in lobby and advocacy interventions can be so difficult that it may be 
pointless to consider these DAC criteria in an evaluation
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Table 33. Content of an evaluation guideline
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fident, that they will enable you to depict a complete 
picture of the current state of the project. 

 For each question define whom you would need to 
interview or consult to retrieve the information. De-
fine how you will collect this information and develop 
a plan similar to the Monitoring Plan. You may even 
use the intermediary step of the Data Collection Ma-
trix before generating the plan.

RESULTS AND FOLLOW-UP:
Once you have collected and processed the evaluation 
data get back to the guideline and allocate the rating 
to each sub-question. This process can be done using 
team consensus. To summarize the evaluation find-
ings, simply filter the rows again according to each 
guiding question or DAC principle, summarize the 
overall rating and draw the evaluation conclusion.
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Chapter VI
Management methods
and implementation instruments
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  Project Database

SOURCE: n.a.

PURPOSE:
CSOs in Georgia are usually small but face the chal-
lenge of high staff fluctuation. When staff leave, a lot 
of knowledge can be lost if the project does not work 
with a comprehensive system of filing and work docu-
mentation. A well structured, accessible and constant-
ly maintained database saves a lot of time searching 
for templates, guidelines, monitoring or baseline data, 
reports or mutual agreements. It enables efficient and 
effective project work and supports internal learning 
and memory. But of course it takes discipline from 
staff to process and maintain data in such a way that 
colleagues and especially newcomers can easily navi-
gate the database and find the information they are 
seeking. A messy database is just no fun and storing 
data in individual brains is not a solution either.

PREPARATION:
Before you head into the task, discuss and elaborate 
together with an IT specialist the different opportu-
nities your organization has to share documents and 
maintain a consistent filing system. Microsoft Office 
-Access may come in handy to organize and store data. 
Check it out.

MATERIAL:
White board, pieces of paper, markers, scotch tape – 
and your IT solution 

FACILITATION PROCESS:
Whenever it is possible use a participatory approach 
also when defining structures and work processes with 
your core team.

Participation creates ownership
The quality of the maintenance of the project data-
base very much depends on its structure, efficiency 
and ease of use. Start with a brainstorm and note 
down all types of data and information that your 
project works with. Sort and order it as described 
in the Affinity Diagram tool and develop suitable 
clusters of information. Table 25 gives you an idea of 
how and which type of data may be organized. De-
cide with your team how to store the data and how 
they can notify each other if important new data is 
filed. 

It is very handy to store table style data in a shared 
‘access file’ with different work sheets. Access enables 
easy and automatically updated selection options by 
linking different tables. Such an access folder could 
contain the client database, donor and partner profiles, 
the CSOs own project portfolio, the activity database, 
feedback and survey results, etc.

Between the project design and final agreement several months can go by. During this time gap  many other things 
happen in our CSOs and staff who was involved in planning may even change in position or leave the organiza-
tion. That is why we find ourselves often overwhelmed with the challenge of starting the implementation of a new 
project. If you look at Figure 11 in the first chapter you see the third phase in the project called project set-up. It is 
very valuable to have sufficient time to sort things out and get well organized and structured before officially kick-
ing off a project and heading into actual project activities. The last chapter has already discussed a number of basic 
concepts and structures. They need to be reviewed and finanlized in detail during this project set-up phase. In this 
section further methods and instruments are illustrated that  facilitate and ease the internal management structure 
and enable a smooth and impact oriented implementation of the project.
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Create a shared folder for each project. It should con-
tain the following documents and data:

The Project File, the ‘access’ database as described 
above, all documents of the actual and ongoing 
implementation including agreements and con-
tracts, important correspondence, meeting min-
utes, working documents such as the master-sheet 
working plan, budget reviews, activity descrip-
tions, after action reviews, reports, issue logs, a 
library with national or international key reports, 
topic specific literature, standards and so on. 

The scope and structure of this database depends re-
ally on the needs of each project, its hierarchy and con-
fidentiality structure. 

RESULTS AND FOLLOW-UP:
Do not forget to maintain regular backups – you never 
know!

  Team Meetings
    and Meeting Minutes

SOURCE: 
Capacity building for local NGOs (Thomas 2005)

PURPOSE:
Managing a project is often very complicated because 
it requires constant collaboration of staff and partners 
who see the project from different perspectives. We al-
ready talked about this in Chapter I – see Project Cycle 
Management and the difference between monitoring 
and evaluation and Figure 8.

This is why it is very beneficial for every person 
managing an organization, program, project or one 
of its components to conduct regular team meet-
ings. These can range from short weekly to day-long 
annual meetings and involve either selected project 
officers, all staff or even involve board members, 
partners and other stakeholders. The key purpose 
of meetings is not just to inform the higher level 
management on what is going on. This is very bor-

Table 34. Structure of a project data base
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ing and can be done by a report. Meetings are about 
active exchange of information and help to syn-
chronize planning and engagement of the differ-
ent departments of an organization. They offer the 
opportunity to share successes, discuss challenges 
and find better solutions together. They are a key to 
detect risks at an early stage and to identify means 
to avoid them. See also Risk Management on page 
166. Furthermore the process of holding regular 
team meetings creates a high level of transparency 
and prevents miscommunication or exclusion from 
important information. Regular staff meetings can 
help prevent micromanagement and facilitates the 
delegation of responsibilities.

PREPARATION:
Well organized and structured regular staff meetings 
make project work much more efficient and effective. 
Weekly meetings, for example an hour each Tuesday 
morning, have the following great effects even when 
you are a big team:

Each staff must reflect on what they experienced 
in the last week and how they want to approach 
the upcoming week before sharing it in the meet-
ing
Staff is constantly updated on what happens in 
the project and its environment
Staff can learn from each other, find opportuni-
ties for team work, synchronize logistics and 
create synergy

It is important to define the purpose of the regular 
meetings, identify all relevant members who should 
participate, develop an easy and useful meeting min-
utes’ template. An example is given in Table 26. Clarify 
the desired process of the meeting as well as the re-
sponsibility of keeping notes and communicating re-
sults. All this can be developed and agreed on during 
the first meeting.

By the way
The mandate to regularly participate in meetings and 
the duty to inform on absence can also serve as a HR 
mechanism. Make sure not to forget staff from the 
project’s support team, like HR, finances, procure-
ment, the secretary or even drivers. They often need 
to be informed on planned logistics. Their participa-
tion allows them to better understand the complexity 
of processes and makes them part of the actual imple-
mentation.

FACILITATION PROCESS:
A regular team meeting can start with the appoint-
ment of the meeting leader and the minute taker. 
In project teams it is very beneficial to rotate with 
both tasks because it raises ownership and responsi-
bility. A typical meeting starts with a brief welcome 
by the leader, a quick review of the last meeting 
minutes and an introduction to the general agenda. 
The next part of the meeting can be allocated to an 
exchange round. Each participant reports briefly on 
activities, challenges and successes of the last peri-
od and informs about planned activities or tasks for 
the upcoming period. After this part of the meet-
ing, the support staff can be dismissed. The second 
part would be a more deep review of the previous 
minutes and in depth discussion of specific issues. 
These may be on the agenda from the beginning or 
arise during the first round. It is important that the 
leader guides the discussion so that participants do 
not just report but analyze together what they faced 
or will face by asking elaborative questions such as: 
Why and how did it (or should it) happen? What are 
results or consequences? Who is involved and how? 
What are recommendations, guidelines or standards 
that should be considered? What could be a suitable 
strategy? In terms of highlights and issues the team 
should agree on which actions must be taken and 
on how to proceed. In terms of internal and exter-
nal cooperation it is important to identify actors, 
products and links to resources of events and again 
to agree on strategies and processes of communica-
tion, collaboration, tasks and responsibilities. At the 
end of the meeting, the leader or the minute taker 
should quickly summarize the key findings and de-
cisions taken.

RESULTS AND FOLLOW-UP:
The minute taker is responsible to write up their notes 
and share it with all participants and other defined re-
cipients and file it in the project’s or organization’s da-
tabase. Below is a suggested format for the final write 
up. Meeting minutes can serve as very valuable organi-
zational memory and are a means of transparency to 
all who couldn’t attend.
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    and "Know Feel Do" 

SOURCE: 
Project management for development professionals 
(PMDpro 2011) 
Advocacy planning, monitoring and evaluation  
(Ross and Rose 2014)

PURPOSE:
To communicate the launch of a project and to intro-
duce actors of the project environment to its purpose 
and scope

TIME EFFORT: Depends on the program

PREPARATION:
As soon as the project is officially authorized to spend 
funds it is time to agree together with the board, pro-
ject team and implementation partners on the strat-
egy to make the project launch visible. Usually this is 
a single event but it can also include a campaign style 
activity with the public media. With this kick-off event 
the project introduces people to its commitment and 
approach. It is the first opportunity to trigger interest, 
gain support and create ownership. This is why care-
ful planning of the event together with key partners 
is important. Points to consider are project branding 
according to donor’s instructions, the target group of 
the launch event, the message you want to deliver and 
whether or not you aim to use the event as an oppor-

Table 35. Template for regular staff meetings
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tunity to consult stakeholders for example for baseline 
data, to refine the implementation strategy or to de-
velop qualitative indicators. A simple way to start the 
preparation with your team and project partners is to 
use the Know Feel Do tool. The tool focuses on three 
core questions and is described below: 

What do we want them to know?
What do we want them to feel?
What do we want them to do?

MATERIAL: Three flip charts, markers

FACILITATION PROCESS:
Write on each flip chart one of the words and proceed 
with these instructions:

The ‘Do’ poster refers to all activities that should 
be part of the kick-off event and which they 
would like visitors to take part in. In addition it 
can refer to things the team or the participants 
should be able to do as a result of the event. 
The ‘Feel’ poster refers to how the team, partners 
and visitors shall feel about the project and its 
key advocacy topics as a result of the event.
The ‘Know’ poster refers to the information 
transfer. What do they want people to know and 
learn about the project?

Ask participant to write all they can think of on the re-
spective poster. Summarize findings together. Identify 
activities of the event, topics and content and define 

the core message and branding. 

RESULTS AND FOLLOW-UP:
Agree on the agenda, location and invitation list, the 
logistics and process of communication. Develop a visi-
tors and team survey based on the result of the Do Feel 
Know statements to monitor the quality of the event.

  

SOURCE: 
Activity management tools and templates (Aid tools)

PURPOSE:
The activity description (AD) serves as a working 
document to approve, implement, review and report a 
project activity. Similar to the project proposal the AD 
describes why and how an activity is implemented. It 
provides the timeframe, budget and underlying quota-
tions, defines the scope and approach and explains the 
risk and quality control including the M&E methodol-
ogy. Most CSOs implement activities without an AD 
but consider the following advantages:

The AD requires the project officer to think, ana-
lyze and strategize before diving into the imple-
mentation of an activity. This supports a systemic 
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Table 36. Activity description template
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and participatory approach and keeps their focus 
on outcome orientation.
The AD is a communication document between 
project officers, procurement and accountant. 
Everybody involved is informed in time.
The AD is subject to an approval process which 
involves project manager, accountant and direc-
tor. This enables control and risk management.
The AD contains all important information of 
each activity. New staff is quickly updated and 
those who need to report to donors find the 
information on ongoing interventions.  
The AD is a short term planning tool. Activities 
which stretch over a long period can be regularly 
adapted to lessons learned from implementation 
experience and M&E as well as changes in the 
context of the project

PREPARATION:
Develop a template for the AD as suggested in Table 
27 and decide on a suitable approval loop depending 
on the budget. It is useful to delimit the time period 
an AD is ‘active’ for, so that the development of the AD 
and the implementation of the activity are not months 
apart. Keep your ADs as short as possible –construc-
tive and handy.

RESULTS AND FOLLOW-UP:
Once the AD is approved it should be shared among all 
staff involved and filed in the project database. It shall 
serve as a guiding document in implementation and as 
a reference document in project M&E and reporting.

  

SOURCE: 
Knowledge sharing toolkit (KStoolkit)
Tools for knowledge and learning (Ramalingam 2006)

PURPOSE:
The After Action Review (AAR) is a quick and easy 
way to debrief and review a team at the end of a work-
shop day, a seminar, conference, field visits and other 
activities. It uses evaluative questions to identify what 
has worked as planned or not and why. It is important 
to do the AAR as close as possible to the end of the ac-
tion to capture still fresh memories and feelings.

GROUP SIZE:
It is usually done with the core organizing team

TIME EFFORT: 10 minutes

PREPARATION:
Develop a one page handout for each activity. It should 
cover questions like:

What was supposed to happen? 
What actually happened? 
Why were differences observed? 
What would you do differently next time?

Table 28 is a template for a workshop AAR. If your ac-
tion stretches over several days it is still advisable to do 
an AAR each evening. 

MATERIAL: AAR Form and ball pens

FACILITATION PROCESS:
Immediately after the activity, for example when the 
team has just finished to clean up the workshop room, 
call everyone together and distribute the handout to 
each of the facilitators. Give some time for individu-
al reviews of the day’s activity. Discuss together row 
by row, question by question. The group may choose 
to do a final consensus rating and agree on lessons 
learned and follow-up arrangements. 

RESULTS AND FOLLOW-UP:
Collect the AARs and make a brief write up merging 
all findings. Distribute this to team members and file 
it in the project database. Follow up on AAR recom-
mendations and review AARs of previous activities 
before heading into similar new activities. AARs also 
serve as a valuable reference for activity and monitor-
ing reporting. 
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Table 37. After Action Review example
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    Checklists

SOURCE:
Team meeting observation form
(Collegiate Project Services 2006)

PURPOSE:
Many CSOs engage in lobby and advocacy and one 
frequent task of project staff is to attend formal or in-
formal meetings as a project activity. The checklist is a 
simple form to monitor the quality of any gathering in 
which project staff or other ‘observers’ participate, may 
it be a formal council or board meeting, a tête-à-tête 
meeting with an official, a forum or public discussion, 
and so on. The tool is useful to track changes in at-
titude, behavior and action related to communication, 
collaboration and coordination. It helps to capture 
how often an issue is placed on a meeting agenda, what 
key issues were touched upon, for how long the topic 
was discussed and how it was actually approached. 
Did participants discuss the topic in a goal-oriented 
and serious manner? Was the discussion lively, long 
and did they reach a consensus? The checklist has 
another important advantage. Developing the obser-
vation checklist forces us to think about the purpose 
of the meeting, our own expectations and possible 
strategies before we take part. The checklist is filled in 
during or immediately after the meeting and serves as 
a monitoring document which can be shared and re-
viewed for reporting, strategy planning and M&E at a 
later point of time. If not confidential the observation 
checklists can serve like a community score card and 
be used to develop a barometer or dashboard presen-
tation which can be published in a public space to in-
crease the transparency of the processes.

GROUP SIZE: Small to medium

TIME EFFORT: 10 minutes

PREPARATION:
Review the minutes of previous meetings and discuss 
the agenda of the upcoming meeting. Study your pro-
jects indicators of social change which need to be cap-
tured with this meeting checklist.

MATERIAL:
White/black board, pieces of paper, markers, and 
scotch tape

FACILITATION PROCESS:
Introduce your project team to the task of developing a 
checklist as a monitoring tool for meetings or other exter-
nal activities which the project staff, partners or specific 
stakeholders will use. You may choose to do some general 
brainstorming with questions like: How do I know that 
a meeting is a good meeting? Or head directly into the 
discussion of what the team believes should be tracked 
during meetings. This can be just topic specific like:

Which topic and specific issue are discussed?
Which are the controversial positions?
Who are allies or enemies?
Which agreements are taken and actions planned?

The checklist may also cover other criteria such as:

Room quality: Acoustics and noise level, air, space,
light, and temperature – these are all important aspects 
that may distract from focused interaction.

Organizational quality: Timely start, distribution of
agenda, introduction and clarity of meeting purpose, 
correct selection of invitees, participant’s presentation, 
explanations about absentees, circulation of partici-
pants list, rules like mute mobile phones, review of last 
minutes, presence of minute taker, final summary, etc.

Participation and communication: Participants’
timeliness, fluctuation of the number of people in the 
room, discipline and pro-activeness.  Integration of 
participant’s ideas in ongoing agenda, guidance of dis-
cussions, equality of speech (length, frequency, domi-
nance), handling of critical questions, approach to 
consensus, etc.Participants’ distribution according to 
gender, age, positions. Key information such as organ-
izer, donor, length of meeting, setting, media coverage 
and so on. 

Own lobbying results: Sharing of project relevant
information during the meeting, staff and partner 
contributions to the discussion, distribution of busi-
ness cards or project material, new contacts made or 
project related feedback received.

Depending on the purpose of the observation check-
list it can be designed using questions and a tick box 
or yes/no selection, be a score card or comprise a list 
of open questions leaving a space for comments. This 
really depends on how the checklist will be used at a 
later point of time for reference or analysis. 
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RESULTS AND FOLLOW-UP:
Do not forget to define with your team who will be re-
sponsible to fill in the checklist and how the checklists 
are filed and processed. Review the usefulness of the 
checklist and adapt it.

  Risk Management

SOURCE: 
Managing risks in advocacy (UNICEF 2010)
Mapping the change request approval process
(PMDpro 2011)

PURPOSE:
A very important part of project management is risk 
management. Already during the project design phase 
while developing the Log Frame the project team must 
reflect on potential risks. However, these are pure as-
sumptions and real life usually plays out differently. 
The key point of risk management is to identify a po-
tential risk in a timely manner. Risks can be of human 
nature, due to the project design, or caused by a spe-
cific social, economic, legal and political or environ-
mental situation. As we have discussed already, project 
management in itself is challenging (see Figure 8). The 
project itself can generate risks or it can be affected 
by external risks. This fact greatly impacts the level of 
control to mitigate or avoid risks. Many risk areas can 
be distinguished and should be considered:

Risk of damage to project infrastructure, pro-
ject staff, personnel of partners or stakeholders 
through travel accidents, poor infrastructure, fire, 
earthquakes, severe weather and exposure to epi-
demics during humanitarian actions
Constrains to projects such as political or finan-
cial shifts resulting in downsizing or even project 
closure
Loss of allies and breaking off of good relation-
ships because of changes in positions and staff 
turnovers, criticism and unwillingness to lose 
face, public or top down pressure, financial issues, 
unintended offenses, competition with new ac-
tors, pressure of nepotism and corruption
Cultural norms and tradition stopping personnel 
and stakeholders from voicing critical issues
Public exposure which creates a risk for project 
personnel and stakeholders to become a target of 

verbal or physical violence
Loss of reputation if research is not sound, pub-
lic events, publications or media broadcasts are 
poorly planned and implemented, and if the pro-
ject is associated with dubious peers, partners or 
donors
Unclear hierarchical structures, low levels of 
transparency, internal mobbing, bias and gossip 
inhibit good team work and prevent staff from 
performing at their best.

The most effective way to identify and control risks 
during implementation is the introduction of the short 
term planning tool Activity Description and to con-
duct regular, if possible weekly, staff meetings.

  

SOURCE: none

PURPOSE:
While the activity description (AD) is the entry point 
to an activity, the activity report (AR) is the final docu-
ment for official closure of an activity. It describes 
the process of implementation, explains how and 
why which results were achieved, how and why plans 
changed and which lessons were learned.

PREPARATION:
It is useful for any project to develop a template for ac-
tivity reporting during the inception period. Very sim-
ilar to the AD, this report should be subject to an ap-
proval process which allows the formal closure of the 
activity. Figure 60 illustrates the design of a template.

RESULTS AND FOLLOW-UP:
Clean up and complete the folder of the activity and 
file it in its final destination. It shall serve as the in-
formation document for future activities and be used 
and reviewed in project monitoring, evaluation and 
reporting.
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Table 38. The activity report template
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SOURCE: 
End of project transition (PMDpro 2011)

PURPOSE:
This last phase of a project is often neglected by prac-
titioners which is why we need to discuss it. A project 
end can be a clear cut termination of activities but it 
may also be a shift of a project towards a simple exten-
sion, an expansion or undergo a redesign. Have a look 
again at the project cycle management chart in Figure 
11. Why do you believe that the project end is marked 
as a phase? 
Towards the end we usually face quite many unsettled 
internal and external agreements. Some promises and 
expectations still need to be fulfilled, questions an-
swered or problems addressed. We have to tie up loose 
ends with beneficiaries, contractors, stakeholders and 
partners as well as the donor. 

FACILITATION PROCESS:
To identify all the loose ends, it is very useful to hold 
a planning meeting for administrative issues with key 
staff. Also, stakeholders and partners need to be consult-
ed to plan the handover process, transition or closure of 
the project. The goal is that still running processes are 
finalized without bad surprises and that successful pro-
ject initiatives can continue on a sustainable basis. 
The PMDpro guide suggests the following six key 
strategies to designing and planning the project end:

Plan the transition from the earliest possible pro-
ject phase. If possible include key activities al-
ready in the proposal
Develop partnerships and local links to enable 
and support continuation of activities after pro-
ject closure
Build up local organizational and human capacity 
to take over services delivered by the project
Mobilize local and external resources, especially 
from the government and private sector 
Stagger phase out of various activities. For exam-
ple by partial reduction of support or stepwise in-
troduction of higher local contribution
Allow local roles and relationships to grow. De-
velop a concept of mentorship, support stakehold-
ers and partners and do not create competition by 
taking up the same roles or services again in a new 
project.

High levels of participation, result-oriented M&E and 
the systemic approach all support the design and im-
plementation of projects in such a way that the poten-
tial of the project to be sustainable is high even after 
project closure. If a project does not have high chances 
of sustainability by now, this is the very last opportuni-
ty to find a suitable transition strategy with stakehold-
ers. Integrate the H-Form, M4P Lens and “Who does, 
who pays?” into project closure planning. All three 
tools create ownership and open up possible strate-
gies for the transition and continuation of successful 
project services and activities. The project closure plan 
should again include a Gantt chart. 

RESULTS AND FOLLOW-UP:
Once the project closure is planned, the project in-
vites the stakeholders to communicate the process. It 
is recommended to do this 60 days before the official 
end of the project so that everyone has enough time to 
prepare. During this period staff aggregates all moni-
toring data for the final project report and an evalua-
tion, preferably with the guidance of an external evalu-
ator, takes place. In a handover or closure ceremony 
the achievements of all involved parties are celebrated 
and the project’s results are shared with the public. Do-
nors usually give a period of grace of some weeks after 
project end to submit final documents and financial 
reports.
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Chapter VII
Contents of key project  
documents and reporting
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  Expression of Interest 

It is very common for larger donors to request expres-
sions of interest or concept notes as a first step when seek-
ing requests for applications for new programs. Below is a 
brief checklist which does not just apply to the expression 
of interest (EoI) but also serves as guidance to the sub-
mission of any other application (see also Table 29):

Clarify: Read the call carefully, note and discuss
uncertainties.

Research: Check donor website, make first contact
to announce your interest and request further infor-
mation on any unclear requirements.

Readability: Clear, concise, logical application with
the required key words standing out.

Content: Plausible explanation of your sector and

regional expertise and experience, select and send the 
CVs of the best key staff, list local partners as prove of 
your extensive network  
and recognition.

Contact information: Organization’s address, list
the contact information of one or two responsible 
staff within your organization with their mobile 
phone number, email address, Skype contact, etc.

Language: As requested.

Copies: Submit as many as indicated in the call.

Submission method: Exactly as requested.

Deadline: Double check and never be late, in some
countries don’t be too early – your ideas could  
be pirated.

Follow-up: Confirm receipt of your submission
by the agency.

Projects demand a great deal of paper work. It starts from the very beginning with the expression of interest to 
conduct a project and continues to the end with the final project report. In most cases the donors prescribe content 
and format of the documents they require. However, this chapter gives you an overview to the most important 
documents that are part of the project life cycle.

Table 39. EoI content
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  Project Proposal To develop a project proposal the team should engage 
stakeholders as much as possible and use participatory 
tools as described in chapters II-V. Table 30 shows a 
general outline for the proposal but be sure to exactly 
follow donor’s specifications.

Table 40. Project proposal content

  Project File

During the flow of a project, original project design 
documents are usually amended at some point. Also, 
many further agreements, guidelines, process instruc-
tions, and regulations are developed during the incep-
tion of a project and added or amended while imple-
menting the interventions. Together they define project 
structure, governance and management. Organizations 
often manage several projects at the same time. It is also 
very common that staff are assigned to several projects 
at the same time or that staff changes during the course 
of a project. To keep the overview of how the project’s 

design evolves and to be sure which agreements, regula-
tions, instructions, guidelines, etc., are actually valid, it 
is beneficial to develop and maintain a file that contains 
all relevant baseline information, which is accessible to 
all involved staff. The content as described below (see 
Table 31) may appear massive, but if well-organized, 
should be easily accessible. However, most projects or 
organizations tend to store these single documents, in-
structions or charts somewhere but without any struc-
ture or sorting system and sometimes they are not even 
kept in one single location. Staff often spend substan-
tial time and effort looking for information, developing 
own templates or concepts. Too often, project officers 
only by accident figure out that something already ex-
ists when searching for references. Dear manager, this 
is not necessary!
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Table 41. Project design and management file

Table 42. Project Charter
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  Project Charter

This document (see Table 32) is the result of the nego-
tiations with the donors and implementation partners. 
Once the project charter is signed, the project can be 
launched. This final agreement can be shared in full or 
only partially with key stakeholders, such as for exam-
ple a donor coordination committee or relevant Gov-
ernment ministries or institutions.

  Inception Report

Not all donors request an inception report before 
authorizing the launch of actual project interven-
tions. Yet, in Table 33 is a brief outline of the possible 
content for an inception report.

Table 43. Inception Report content
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   Progress Report

Regular activity reporting to the donor can take place 
quarterly, every half year or just annually. This really 

depends on the requirements. It is usually helpful to 
schedule progress monitoring with team review and 
analysis in a timely fashion before the reporting period 
so that all relevant information on achievements and 
challenges is available to the writer. Key documents 
which serve as further baseline information also in-
clude the activity descriptions and activity reports.

  

Requesting staff to report monthly or quarterly on 
their activities cannot substitute project manage-
ment tools such as the Activity Description or the 
Activity Reporting. Staff reports are a HR mecha-
nism. They enable managers to keep an eye not just 
on staff performance but also on their workload es-
pecially if different projects and other organization-

al tasks have to be juggled at the same time. For the 
staff, compiling regular reports encourages them 
to review their own achievements and to set them-
selves goals for upcoming tasks. The reports should 
also contain a work plan. If this staff activity plan 
format is consistent throughout an organization, 
plans can be merged into one single all-staff plan. 
This again facilitates coordination and logistics. 

In addition, the regular reports give an opportunity for 
staff to voice personal challenges and complaints. Be-
low is a possible structure for a reporting form:

Table 44. Reporting on the progress of the project

Table 45. Staff reporting form
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Table 46. Monitoring or evaluation report template

  Performance Monitoring
    and Evaluation Report

Monitoring and evaluation are only useful if findings 
and recommendations are actually presented and 
shared in such a way that it catches the audience’s in-
terest and is understandable and convincing for those 
who ought to translate lessons learned into actions. 
Processing data and visualizing results with clear and 
comprehensible quotes, short memorable stories, 
charts and figures is an art in itself but especially cru-
cial. The goal is to present your data in such a way 
that the audience immediately catches key points and 
can recall them at a later point of time. That is why 
you must keep any presentation, whether it’s a writ-
ten report or a slide presentation, as simple and con-
sistent as possible. Eliminate all unnecessary addi-
tional information like numbers and text, lines, bold 
or italic letters, gradation, textures, irritating colors 
or  pictures as  background in figures, charts or ta-

bles. Segment complex graphics into smaller chunks 
and use photos for illustrations. The faster the eye can 
grasp the message the better! Fancy but distracting 
information reduces your audience’s capacity to un-
derstand and absorb the essentials.

Check it out
Stephanie D.H. Evergreen has developed checklists 
to review the quality of your layout. The research 
and evaluation report layout checklist (Evergreen, 
Stephanie D.H. 2014) provides lots of information 
on how to edit your reports.  Her data visualization 
checklist is free for download from her website (Ev-
ergreen 2014). It is also fun to try the graph design 
IQ test (Perceptual) which can be done by non-Eng-
lish speakers because you simply have to choose one 
of two similar charts according to what you believe 
is more understandable. 

The content template below describes the key points 
that need to be covered when writing either a perfor-
mance monitoring or evaluation report.
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  Final Project Report

In general a project is only closed when the final pro-
ject report is approved by the donor. While again most 
donors would have clear instructions for the format 
the content above indicates the key points.

Table 47. Final project report template
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Chapter VIII
Dairy Value Chain Game
Developed by Evelyn Speich-Baer 2013



P R O J E C T  M A N A G E M E N T
H A N D B O O K152

Direct aid to a target group or selective subsidies support-
ing only a specific actor are project interventions or gov-
ernmental actions that can create the negative side effect 
of market distortion. Before initiating such strategies, it is 
wise to elaborate this effect. Harm to other poor people 
certainly is an unwanted result. Also, direct and selective 
aid can hamper the activity of other players in the sector. 
They may play a key role in balancing or buffering risks. 
Further, the elimination of their competition can destroy 
job opportunities and livelihoods. 

This game simulates losses and gains faced through 
changes and distortions in the dairy market. The income 
level of players is randomly attributed by rolling two dice. 
Due to the laws of probability when using two dice, the 
economic background of players will have a distribution 
of 61% are poor, 25% medium, 11% rich and 3% very rich 
actors.  The professions can be chosen by the players; they 
can be farmers, milk collectors or processors. The goal for 
the players is to get richer by earning cash and to step out 
of poverty by achieving a better economic background 
with higher income level. The game is designed for a 
maximum of 10 participants, played on a simple snake 
and ladder board with challenge cards. It can be played 
with fewer participants. It does not matter if a stakeholder 
group or an income group is missing. We found 6 to 8 
players ideal. A reasonable duration for the game is be-
tween 1 to 2 hours. 

Feel free to amend the game so that participants can re-
late to the specific setting. 

OVERVIEW OF GAME MATERIAL: 

1 Board; 10 figurines in different colors; 2 dice, 3 sets of 10 
stakeholder cards; 36 challenge cards mixed as explained 

below; One set of special cards and more empty cards in 
case they are not sufficient; Play money or bowls with dif-
ferent types of candies, beans, coffee, pins, etc., to repre-
sent the value of 5, 20, 50, and 100 currency units; Big 
paper clips used to attach the special cards to the respec-
tive stakeholder card; A printout of the rules.

HOW TO DESIGN THE BOARD

Take a large card board (approximately 100cm*60cm or 
larger) and draw a rolling path with an entry and exit area 
and between 60 and 80 segments for steps as shown in 
Figure 62. At least half of the steps should be colored. 
Such a step indicates that the player has to take a chal-
lenge card from the pile. Add marks for two chutes and 
two ladders but only connect them to white steps. These 
shortcuts are hazards that make players fall back or move 
up quickly. You can also make 2-3 ‘vulnerability steps’. A 
rule for such a step could be that if a player stands on it 
and another player also gets to that field, the first player 
would have to restart the game at the starting point. Color 
your board with acrylic paint and decorate it with dairy 
related pictures from magazines. Divide the goal into four 
color segments: Gold, silver, bronze and black. If you do 
not have such paint, just glue colored papers on the board 
(for example taken from the inlet of cigarette packages or 
packaging material).

THE FIGURES FOR THE PLAYERS

You will need 10 different figurines which can be easily 
attributed to the income level and profession. These can 
be any kind of small toys, thimbles, and buttons and other 
items or self-made small paper hats. Table 37 illustrates 
the set up of the player society.

Figure 51.  The dairy value chain board game
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THE STAKEHOLDER CARDS

These cards are distributed to each player according to each player’s result of rolling two dice. During the game 
players can purchase additional stakeholder cards. This is why you need to prepare about three sets of these 10 
cards. Each card indicates the income level, the type of stakeholder, the business’ assets and the regular income 
which is paid out at the beginning of the game and after each playing round.
Single assets are not intended to be used for deals but players can purchase, exchange or sell the cards at the value 
of total assets.

The players receive a stakeholder card at the beginning of the game and they can buy more cards when gain-
ing enough income at the price as indicated under "Total Value of assets". Gain per round is like the Salary of 
the player
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During the game the players pick up the challenge cards which either affect them individually or as a group

THE CHALLENGE CARDS

The following 36 cards contain challenges and opportunities for the players. Yellow cards are individual cards and affect 
only the player who took them. All other cards are community cards and affect all actors mentioned on the card. These 
cards are in three grey shades. When mixing the cards, first take the light grey and yellow cards and mix well. Then dis-
tribute the medium grey more to the top of the pile and the dark cards more to the bottom.  This manipulation is neces-
sary because medium grey cards refer to insurances and other measures and the dark ones to related events.
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The game offers options for the players to gain insurances and other benefits or befined with an income loss

SPECIAL CARDS

As mentioned above each player receives a regular salary as indicated on the stakeholder card as start money and after 
each round. During the game players can improve their economic status or cause losses that are regular. In this case they 
receive the respective ‘round gain’, ‘loss per round’ or ‘skip a round’ card. Further they can purchase insurances, mem-
berships and others and obtain these special cards which will protect them from losses. During the flow of the game the 
players can upgrade or add stakeholder cards. These special cards are directly connected to the respective stakeholder 
card and are not interchangeable.
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THE MONEY



P R O J E C T  M A N A G E M E N T
H A N D B O O K159

THE RULES

The team defines a game leader and a banker. The game leader is responsible for the rules and is master over the stake-
holder cards and the challenge cards. The banker holds all special cards and the bowls with money and has the duty to 
distribute and collect the cash. 
The game starts with a round of throwing a dice. The player with the highest value can start and from then it is played 
clockwise. The starting player throws two dice. According to the table the leader defines the player’s level of income. The 
player then selects the type of stakeholder and receives the respective card and figure. This process is continued with all 
players. If no figures are left in an economic level, the player must keep rolling dice until he gets one.

Table 48. How the dice result defines a players' Stakeholder role in the dairy value chain.

The bank now distributes the initial cash to each player one salary and the players position themselves on the starting area.

At the start of each player’s turn, they roll the dice and take the respective number of steps forward on the board. 
If the player steps on a colored field the leader must take a challenge card from the top of the pile. Yellow cards are indi-
vidual challenges. The others affect all or some. Read instructions aloud and decide on which actions to take. 
If the player steps on a field with a chute, a ladder or ‘vulnerability’ the respective actions have to be taken immediately.
Rolling a double allows a player to play a second time.
If a player can save up enough money, they can upgrade to the next higher stakeholder by exchanging their player card 
plus the additional required value. If, for example a middleman has saved 150, he can upgrade to one of the three medium 
income level stakeholders.
A player can also purchase an additional stakeholder. They will not receive another figurine but are liable to all challenges 
and receive additional round money for all stakeholders they own. 
A medium to rich player can also downgrade their stakeholder in order to survive.
A player must hold on to at least one stakeholder card otherwise they have lost and must move their figurine to the black 
field.
Single assets on the stakeholder card cannot be sold in order to have financial flexibility.
Any individual dealing action can only be done during a player’s turn.
After each round, every player gets round money according to their economic status plus or minus the gains or losses 
according to the special cards.
Special cards are strictly connected to one single stakeholder card.
The game can end at any time. It is not about who is the fastest to reach the goal. But of course you can choose to end it 
any way you like. In case you are playing with only a few players, the goal is reached very quickly. You have two options. 
Either play with only one dice or restart the game at the bottom of the path a second or even a third time. If the pile of 
challenge cards runs out, and the group wants to keep playing, just mix the cards again and go on.
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Once the group decides to end the game, each player has to select the correct field for the end position

GOLD: The player stepped up from his economic level. 

SILVER: The player remained in his economic level-even if he was able to add other stakeholder cards.

BRONZE: The player stepped down to a lower economic level

BLACK: The player lost all stakeholder cards

The winner is the one who has stepped up the highest. If this rule does not deter-
mine the winner, check who gained the most cash on hand. This leads to the 
final discussion. After all, this game is not about winning but about under-
standing the challenges of a complex economic system. 
Possible questions for a final discussion:

Is it easier to remain rich or to step up and out of poverty?
How did they feel as players?
What happened to them?
What are the positive and negative things that happened to 
them while playing?
Did it feel fair or unfair and why?
Was this connected to a certain intervention from the 
government or from a service provider?
Have they learned something new or found good 
solutions that could enable the poor to step out of 
poverty?
Is prosperity just fate?

FOLLOW-UP
In case this game is used as part of a sys-
temic change workshop, you can 
proceed with a stakeholder 
identification of this dairy 
value chain followed 
by a system analysis 
using the M4P Lens. 
With the game’s 
experience, par-
ticipants have it 
easier to discuss 
the complex-
ity of such a 
market system. 
They can recall 
moments of 
market distor-
tion or identify 
opportunities for 
systemic inter-
ventions.
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Chapter IX
How to make a workshop
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Organizing a ‘gathering’ and providing training or 
conducting a seminar are very common activities in 
development projects. Have you ever attended a bor-
ing or badly structured workshop? Did you ever feel 
that your attendance was pointless or thought you 
could have made better use of your time doing some-
thing else?  Poorly organized meetings and training 
events do not impress anyone. They are a waste of 
time, budget and effort for the project but also for the 
participants. But how can we plan gatherings well, de-
velop good training modules and what are the key ele-
ments that we need to observe? 

In general, we use the term ‘workshop’ for any pro-
ject related gathering because people meet to ‘work’ 
together on a topic. Workshops either aim to extract 
and exchange opinions between participants or they 
focus on capacity building. We therefore distinguish 
between consultative workshops and training work-
shops.

Every workshop requires not just planning but also 
steering. We call this facilitation and it is done by one 
or more facilitators, also called moderators. The role of 
the moderator is to lead participants through the pro-
cess of discussion and learning. This is usually an ex-
clusive role which means that the moderator remains 
in a neutral position. They facilitate the methodology 
but do not personally interfere with opinion-making 
and decision-taking.  

Table 38-44 is a guideline which you can directly use 
as a template structure to develop any gathering. At the 
end you will also find a checklist for workshop materi-
als. This is not a checklist for event logistics. So do not 
forget to book the facility in a timely manner, send out 
invitations, check for technical infrastructure, transla-
tion, branding material, media, and so on. 

It is recommended that you use this workshop guide-
line if your gathering or event fulfills one of the follow-
ing criteria:

Your expected audience is larger than 7 people
The intended duration of the gathering is more 
than half a day
You send out written and formal invitations.

Always start by filling in forms A to C (see Table 38, 
Table 39, and Table 40) as much as possible. It helps 
you to gain clarity of the overall concept before head-
ing into content details. At all times keep the "Instruc-
tion for each workshop step" in Table 42 to one page.  

Further text can be placed on an additional normal 
page. Print out the full workshop instructions with 
page numbers and file them in a paperback folder.  
Facilitators should have their own folders, which will 
serve as a guide throughout the workshop.

It’s cheap and practical

Figure 52. Workshop boxes: One box for markers, paper, 
pens, scotch tape, pins and so on. A second box for hand-
outs, group instructions, prepared word cards and other 
materials used in specific exercises. 
Boxes are standard office cardboard boxes with a lid and 
self-made cardboard dividers.
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Workshops usually cover several sub- themes or top-
ics, here we call them units. Very often a theme needs 
several sequential learning or working sessions, we call 
them steps. 

The first unit of a workshop should always be the in-
troduction. Most important is to introduce partici-
pants and make them familiar with each other and 
with the facilitators. Consider using an icebreaker at 
the very beginning and try to relate it somehow to the 
topic of the workshop. This is a nice entry point, con-
nects the group and gives flexibility for those who are 
late.  The body in Figure 5 for example was drawn by 
participants while waiting for everyone to settle in. 
Later each participant pointed to his or her line and 
explained to the group who they were and why they 
came to this workshop. 

You will always have latecomers. Don’t take it person-
ally. There is usually a reason, something that is more 
important to them, why someone cannot be on time. 

The first part of the workshop also includes participant 
registration. Do not forget it and always ask partici-
pants to verify their contact information. 

The second part of the introduction is usually assigned 
to the workshop’s purpose and agenda. Participants 
should be asked to express their own expectations. 
There are lots of different ways to do this. The simplest 
is a quick verbal exchange round which can be com-
bined with the participants’ introductions.   There are 
also participatory tools such as brainstorming, the H-
Form, Do-Feel-Know or others. Feel free to invent a 
group task yourself. 

The purpose of the expectations exercise is that the 
facilitators know about hopes and fears of the partici-
pants. This provides clarity and the opportunity to ad-
just whatever is needed. Further, the visualized prod-
uct of an expectation exercise can serve as a baseline 
for satisfaction monitoring. It should be revisited at 
the end of the day during the group feedback session. 

Figure 53. A group collage to start a workshop: Everyone can choose from a pile of pictures or items to express expectations and 
feelings. Together the participants develop a poster or arrangement and discuss it. It’s a fun way to create quick familiarity among 
participants and learn about individual motivations, hopes and fears.
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Another key part of the introduction is to present, dis-
cuss and if necessary amend objectives, expected re-
sults and the planned schedule. Finally, it is very help-
ful to agree on some behavior rules for the workshop 
with the group. Don’t forget to make posters for the 
agenda, the objectives and rules and hang them on the 
wall (see Figure 65). The group can also assign a time 
keeper or rule observer. 

How to keep participants  
focused

When participants are distracted they quickly lose the 
thread of the discussion, their interest drops and they 
start distracting others.  Unfortunately, there are many 
factors that irritate participants and can cause distrac-
tion. We are not talking about a boring gathering or a 
weak presentation, here. This should not happen anyway. 
Other factors like the room itself can cause discomfort. If 
it’s too dark, too bright, too cold, too hot, too noisy, or not 
enough air, people become tired quickly. Also, how peo-
ple act can be distracting for others. A mobile phone rings 

and a participant or worse, a facilitator answers. Someone 
is texting on their phone or surfing the internet on their 
laptop while pretending to participate. This type of be-
havior sends the message that there are other things more 
interesting or important than the workshop and even if 
it is done unconsciously, is simply disrespectful.  Others 
become curious and want to see why the participant is 
fiddling with their gadget, and before you know it, some 
participants have started chatting, ignoring the workshop 
presentation. Workshop rules may help, but you do have 
some other control tools to counter such distractions. 

INTEGRATE THE FULL GROUP Try to make di-
rect eye contact with everyone, and address those who 
lose focus by name. Ask them a direct question. Make 
them feel that their contribution is valuable and impor-
tant. Do not direct your speech again and again towards 
the same side of the room or even towards an individual 
participant. Involve everyone. If participants speak, they 
tend to address the facilitator and not the group. Even 
if you ask them not to do so, they will. The result is a 
one-sided conversation and the rest of the group loses 
interest. Follow this simple trick and position yourself 

Figure 54.  A workshop agenda that also presents the 
distribution of theory, practical exercises and discussions 
throughout the workshop day ...

... And workshop objectives that are transparent for all
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behind the group if participants have to present to the 
plenum.  If a participant talks far too much, interrupt 
gently by asking the group how they see it – do they 
share the opinion?

FREQUENT TEA/SMOKE/COFFEE/TOILET/
CHATTING BREAKS Participants need breaks. 
Allow 10-20 minutes scheduled every 60-90 minutes, 
depending on how demanding the steps are. Long 
lunch breaks are often not so welcomed, especially if 
food is provided by the organizer. Participants would 
rather go home on time. 45-60 minutes is enough if 
food is readily available. 

CHANGE THE ATMOSPHERE Some fresh air, 
quick movements and laughter are a great remedy for 
lethargy. For day long workshops you should prepare 
some short, fun games or energizers. You can build 
them in whenever you feel that the atmosphere be-
comes tense or the group gets tired and is losing focus 
and concentration. Another helpful method is to facili-
tate a workshop with more than one moderator. Just the 
change of voice can reanimate participants. This is why 
it is advisable to always have at least two facilitators.

GIVE GUIDANCE Always provide an introduction 
to each new unit and connect the steps verbally. It 
helps participants to catch up with the process. They 
like to know why they go through a specific exercise. 
Provide written tasks to sub-groups in exercises. Even 
if it is just one question! They are bad listeners espe-
cially when they know that they will work in a group. 
Also, summarize each step briefly and re-cap the re-
sults at the end of each unit. 

VISUALIZE Develop your workshop in such a way 
that each step or at least each unit produces a poster. 
Stick the posters to the walls, pin board or flip charts, 
making sure they are clearly visible. Use color codes 
to highlight themes or similar content. You can find 
more tips under ‘practicalities’ in Brainstorming and 
Mind-mapping.

The last unit of a workshop should always be dedicated 
to a final summary, the evaluation of the workshop, an 
explanation of how results will be shared, agreements 
of continuation if applicable and a feedback session. 
You will find a template for a workshop evaluation 
questionnaire (in Table 44):
To do a feedback session participants can sit in a cir-
cle. Place a stone or tennis ball or any fun object in 
the middle. One of the facilitators may start. Take the 
object, give thanks to the group for their participation 

and add a quick personal review of the workshop. Pass 
the object on to a participant for comments.  Continue 
until every person in the room had the opportunity to 
give feedback. Make sure that this is a voluntary pro-
cess. 

A workshop is not finished once participants have left. 
Wrap up each workshop day with an After Action Re-
view. Take pictures of all the posters and write a summa-
ry report containing methodology, process and key re-
sults of all units and steps. You can also add your analysis 
of the workshop evaluation questionnaire. Sometimes 
in training sessions we do ask participants to complete 
a knowledge test for evaluation purposes. Be fair and 
add general results including the correct solutions to 
the report. Send this document to all participants. This 
photo report will help participants to quickly recall the 
content of the workshop, even years later. In addition, 
you can avoid the distribution of numerous handouts 
and participants do not need to keep notes. Handing 
out handouts can be distracting and cause confusion 
in itself. Besides, too often participants do not even use 
them, just like writing pads and other freebees. 

The folder with the workshop guideline which is 
adapted from (Nauheimer 2002) should contain:

Form A, B and C
The schedule for facilitators
All step descriptions
The check list for materials
After action review sheets
A template of the participants’ workshop evalua-
tion questionnaire
A list with all the tasks that have to be completed 
by the facilitators after the workshop

This last list can include responsibilities such as fil-
ing the photos, analyzing collected data, summariz-
ing results, updating the client database, making the 
report for the participants, making the project internal 
report, give feedback to the rest of the project team, 
financial clearance with the accountant,  and so on.
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Table 49. Workshop key facts
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Table 50. Participants’ context and selection

Table 51. Workshop technicalities
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Table 52. Workshop schedule for facilitators
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Table 53. Instruction for each workshop step
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Table 54. A workshop material check list
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Table 55. The questionnaire to evaluate your workshop quality is usually kept anonymous
                You can also add some topic related questions
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Glossary with index
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