
Focusing M&E activities 

on decision-making needs

Objective

· Participants can identify why it is important to focus data collection according to the broad purpose of the M&E activity and related decision-makers' questions.

· Participants can develop a logical flow of questions guiding data collection, from the broad purpose of the M/E activity, to the more specific decision-makers' questions and to the eventual data collection needed to answer those questions

Timing
(
1 to 2 hours

Activities

	1
	Introduction


Explain session objectives.

Note that this session can be adapted to cover M&E in general using activities 2 and 3.  If focusing more specifically on assessment or monitoring activities, add the appropriate alternative of activity 4  If focusing on evaluation, add Session 4.5.2 "Linking evaluation criteria and evaluation questions" as indicated below.

	2
	Presentation

Focus on purpose and users' questions 

	(
10”-20”
	Objective: Participants can identify why it is important to focus data collection according to the broad purpose of the M&E activity and related decision-makers' questions.


Step 1. Introduction (5”)
Use the overhead "Focusing on decision making needs" to situate where the purpose and users' questions fit in the process of eventually defining information needs.  Highlight the importance of defining the purpose of M&E activities beyond the general purposes included in the definitions of each of these terms in Module 1, Session 1.1.  

Step 2 (optional) Brainstorm (5”-10”)
If this session is focusing on evaluation, brainstorm with participants on the different purposes that an evaluation might have beyond the three broad purposes identified in the definition. (Refer back to core content sheet: “Assessment, monitoring and evaluation: definition and purpose”.)   Try to draw out the different purposes in content sheet "Multiple purposes of evaluation".   Emphasise the different purposes of evaluation depending on when the evaluation is carried out in relation to the life of the programme.   

Step 3. Presentation (10”)
Now use PowerPoint presentation “Linking decision makers' questions and information needs” to demonstrate the hierarchy of questions, from purpose to information needs to data collection. (Adapt choice of slides and edit as necessary if the session is focused specifically on assessment or evaluation.)   The presentation also introduces the SMART test for M&E questions.

	3
	Group exercise and plenary feedback

Developing a hierarchy of questions  

	(
40”
	Objective: Participants can illustrate a simple logical flow of questions guiding data collection, from the broad purpose of the M/E activity, to the more specific decision-makers' questions and to the eventual data collection needed to answer those questions


Step 1. Introduction and group work (15”-20”)
Split participants in three groups and give each one a flipchart.   Each group will work on assessment, monitoring, or evaluation, focusing on a specific purpose and thematic focus.  For example:

· Assessment: to define immediate humanitarian response in water supply; 

· Programme monitoring: to track community participation in management of primary health care facilities;  

· Evaluation: to determine whether a pilot evening school programme for adolescent domestic workers should be scaled up.

Ideally, the examples should correspond to sectoral or issue-specific knowledge of at least some participants in the group.

Giving the groups 15 minutes, assign them the following task:

Starting with the overall purpose of the M&E activity assigned to your group, build a mini-hierarchy of questions for an M&E activity.

· First, examine to overall purpose of the M&E activity.  Formulate this as a specific decision.  (If the purpose can be translated into multiple decisions, you can identify more than one and write them down, but choose only one decision as a basis for the next step.)

· Next, formulate the corresponding few broad questions that decision-makers need to have answered by the M&E activity in order to take that decision.

· Finally, with the facilitator’s guidance, choose one of these questions and translate this into information needs at the level of field data collection.

Write up your work on a flipchart as you go and be ready to present to plenary.

Monitor the groups closely to ensure the logical flow from one level of questions to the next. Also, have a few examples ready of decisions and corresponding levels of questions to illustrate logical links.  See the core content sheet for some examples.

Step 2. Plenary (20”)
After 15 minutes, invite groups back to plenary to present results of their exercise.  In plenary, encourage groups to review the logical flow of questions and raise any questions for clarification.   

	4a
	Alternative A. Group exercise and plenary

Building an emergency rapid assessment checklist  

	(
60”
	Objective: Participants can develop a logical flow of questions guiding data collection in an emergency rapid assessment, from the immediate decisions required to the eventual data collection needed to answer those questions


Step 1. Introduction and group work (40”)
Divide participants into groups of 6 – 8. If participants include people with emergency programming experience, ensure that they are evenly distributed among the groups, and emphasise that their experience places them in the role as resource persons for each group.  

Each group will focus on developing part of a rapid assessment checklist to be used in the 24 hours after an emergency, with a view to shaping programme response within 72 hours.  With a UNICEF audience, each group should focus on one of the programme areas under the Core Corporate Commitments: health & nutrition, education, WES or child protection. With a mixed audience, the sector/issues should reflect organisation mandates. 

The group task is presented in three stages as follows:

1. Identify as specifically as possible the decisions that must be taken in your group's assigned programme areas. Follow the examples given in plenary.

2. Examine each of these decisions, and formulate the corresponding few broad questions that decision-makers will need answered to take these decisions.

3. Choose 2 or 3 of these second-level questions, and refine these further as questions that would be answered at field level. (Facilitators must guide the choice to ensure that the question can be easily broken down at this level, i.e. not requiring a fourth stage to break it down.)

Give each group an instruction sheet (see Group Exercise Instructions) and a facilitator.  The group facilitator should keep challenging the group on the logical hierarchy of questions, ensuring that each question identified at the level of field data collection can be linked back to a decision to be taken. Group facilitators should also help groups to structure and record their discussion, organising the three levels of questions in three columns, making clear which questions relate to which from one column to the next. (See example below.)  Group facilitators should also have ready an example of a decision and corresponding level of questions that they can present to the group to illustrate logical links.   

	Sector: Health & nutrition

Outcome: protect against disease outbreak
	What critical drugs, vaccines and supplies are needed? When?
	What is the magnitude of the problem?  Who is most affected?  
	What is the demographic breakdown of the population? 

How many under 5? 

How many under 12? 

	
	
	What capacities are there to work with/ support?
	Who else is working on health and nutrition issues? What are they doing? 

How can we work with them or complement their activities?

	
	
	What are the potentially epidemic diseases in the area and how well protected is the population?
	What is the history of epidemic diseases?

Where is there population crowding?

	
	
	What drugs and supplies are currently available locally/ in the country/ region?
	

	
	
	What are in the pipeline and for when?
	


If it is a UNICEF audience that is unfamiliar with the Core Corporate Commitments, ensure that copies are available.  

Step 2. Plenary (20”)
In plenary, invite groups to present their work.  Challenge groups to look back at their own work always from the perspective of checking whether questions were well prioritised, focusing on the first week of programme response.   

Feedback will require experienced input on the appropriate focus of emergency response.

Draw out the issue of different levels of precision of data collection needed for different decisions, highlighting where decisions can be made with very imprecise information/ indicators.  

Encourage participants to analyse what has happened from the perspective of different professionals' roles, different personalities and ways of thinking in the course of their group work.  Help participants translate this into corresponding challenges for managers, highlighting:

· the need to bring technical programme knowledge and M&E analytical frameworks and skills together;

· the challenge of keeping the focus on limited data collection.  

Finally, it is important to underline to UNICEF participants that in an emergency response, data collection needs will be focused on immediate decision-making needs, but must also take into consideration wider children’s rights issues – especially the broad range of protection issues – where UNICEF’s “action” may focus on advocacy.   UNICEF has a responsibility to help monitor and report on child rights in general. 

	4b
	Alternative B. Group exercise and plenary

Building a monitoring field visit checklist  

	(
50”
	Objective: Participants can develop a logical flow of questions guiding data collection for programme monitoring, from the broad purpose, to the more specific decision-makers' questions and to the eventual data collection needed to answer those questions


Step 1. Introduction and group work (30”)
Divide participants into groups of 6 – 8.   Distribute the Group Exercise Instructions sheet.  (A case can also be developed based on a programme that participants know.)

Present the task in two stages:

1. Identify some of the questions you as a programme manager might have about this programme that you might investigate on a visit to a community.  

2. For each of these management questions, formulate the corresponding few questions that would be answered at field level.  

Step 2. Plenary (20”)
In plenary, invite groups to present their work.  Challenge them to look back at their own work always from the perspective of checking whether questions were well prioritised, focusing on decision-making needs.   

	4c
	Alternative B. Group exercise and plenary

Focusing evaluation questions

	(
60”
	Objective: Participants can develop a logical flow of questions guiding data collection, from the broad purpose of an evaluation, to the more specific decision-makers' questions and to the eventual data collection needed to answer those questions


Use Session "Linking evaluation criteria and evaluation questions".

Materials


· Flipchart and markers

· Overhead projector

Overheads

· Focusing on decision making needs
· Linking decision makers' questions and information needs  

Handouts

· Focusing on decision making needs

· Multiple purposes of evaluation
Exercise materials

· Case study: Kids in arms (see Module 2)

· Group exercise instructions – Programme monitoring field visit
· Group exercise instructions – Rapid assessment
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