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Nile Basin Initiative (NBI);  
Eastern Nile Technical Regional Office (ENTRO)

Watershed Management Result Based Monitoring and Evaluation System

1. Background and Introduction 

The Nile Basin Initiative (NBI) is an intergovernmental partnership of ten Nile Basin states (Burundi, D.R. 
Congo, Egypt, Ethiopia, Kenya, Rwanda, South Sudan, Sudan, Tanzania and Uganda) established to develop 
the river cooperatively; reduce poverty and environmental degradation; share substantial socio-economic 
benefits, and promote regional peace and security. The NBI is guided by a Shared Vision which envisages 
achieving “sustainable socio-economic development through the equitable utilization of, benefit from the common 
Nile Basin water resources”. 

On the other hand, the Eastern Nile Subsidiary Action Program (ENSAP) was launched by Egypt, 
Ethiopia and the Sudan (south Sudan joined following its independence).  Thus the Eastern Nile Technical 
Regional Office (ENTRO) is a regional institution established by the three EN countries to advance the 
implementation of ENSAP projects. 

The main environmental challenge in the Eastern Nile Sub-basin is natural resources degradation, which 
has major implications for declining agricultural productivity and thereby confronting the food security and 
issues related to biodiversity conservation matters. The primary causes of natural resources degradation 
in the Sub-basin are: 

a. clearing of forests, woodlands and wetlands for agriculture; 

b. overgrazing of rangelands by livestock 

c. improper farming practices and using hilly areas for agricultural purpose without the proper land 
management practices. The most significant impacts of such land and natural resources degradation 
are the loss of fertile soil and thereby decreasing in agricultural productivity, increased sedimentation 
that finally affected the food security and livelihood of the communities in these areas. Thus, one 
of the strategies followed for rehabilitation of the environment was to implement an integrated 
watershed management practices.

 The objective of such integrated natural resources management is to promote wider adoption of sustainable 
land and water management practices and technologies to reduce natural resources degradation, increase 
agricultural productivity and thereby improve incomes or livelihood through implementing integrated 
and holistic approaches with the NRM activities. For this, under the umbrella of the Nile Basin Initiative 
(NBI), the Eastern Nile countries are pursuing cooperative development at the sub-basin level through 
the investment oriented Eastern Nile Subsidiary Action Program (ENSAP). The Eastern Nile Watershed 
Management Project is one of the seven projects agreed under the Integrated Development of the 
Eastern Nile (IDEN). These countries have identified their joint watershed management projects agreed 
under IDEN. Its immediate objective is to establish a sustainable framework for the management of 
selected watersheds in the sub-basin in order to improve the living conditions of the people, enhance 
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agricultural productivity, protect the environment and reduce sediment transport and siltation and finally 
changing the living condition of the communities in the basin area. 

An integrated watershed development is thus one of the top priorities in the basin countries to address 
the aforementioned problem that also damaged the livelihoods of the communities. It continues to 
be critical not only for reducing NR degradation, but also for tapping the potential in these areas for 
all round development in these countries. Towards meeting its objective, the Watershed Management 
Project undertook two sets of activities in parallel between2004-2008: preparation of investment ready 
projects for national implementation (fast track projects) and a Regional Cooperative Assessment (CRA) 
study. Both sets of activities were successfully completed. 

A key output of the Watershed Management Cooperative Regional Assessment (CRA) was development 
of a long term project for watershed management in the Eastern Nile. The Project identified four major 
components including preparation of watershed investment projects in hot spot areas of the basin. A 
total of 13 hot spot areas were identified and project profiles for the same were prepared. Between 2010 
and 2011, ENTRO commissioned a consultancy to delineate the identified hot spots into manageable 
project areas and prioritize them in accordance with agreed criteria. 

While implementing such WSM projects, the effectiveness of interventions must be monitored and 
evaluated for their delivery of the required results and compiling of lessons for further scaling up in the 
sub-basin countries at wider scale. For this, a well-functioning, result oriented watershed management 
monitoring and evaluation system is necessary. The main objective of designing such result based 
watershed management M&E system comes from this concept. The intended watershed management 
M&E system must thus be easy that considers the implementing government system and being easily 
scaled up for the overall watershed management rather than for the EN projects only. Though watershed 
management is process intensive by its nature, focusing on the delivery of results is an important and 
vital to bring sustainable changes in the livelihood of the people and the environment.  Implementation 
focused processes are also important for the achievement of the intended objectives or results. Process 
monitoring is a continuous verification of the effectiveness of inputs used and activities implemented. 
However, the final objective of the projects must be for the delivery of results and achievement of the 
objectives set in terms of improving livelihoods and sustainable environmental issues. 

Hence, this M&E system is designed in consideration of the results monitoring and evaluation approaches. 
In addition to the above issues, in designing this current watershed management M&E system, the good 
experiences and lessons from the previous pilot watershed management projects have been considered 
and incorporated that can be adapted to the specific context of each EN country. The system provides 
MIS based M&E system with different options that can be customized according to the context and 
implementation arrangement.  It is recommended for the MIS system to be developed in two options 
with online and stand alone to give options to those districts where the initial WSM data entry is to be 
started with no internet access. 

However, because of the differences in terms of the agro-ecological, the design& implementation 
approach, institutional arrangement and generally the concept and size of the community watershed 
approach varies among the Nile Basin Countries, the M&E arrangement and the data entry level into 
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an MIS database may vary.  In addition to the variations in such issues, the experiences of implementing 
WSM and the livelihood means of the communities in the basin areas significantly varies and hence 
to some extent the components and implementation approaches vary accordingly. Therefore, despite 
such context differences, lots of lessons and best experiences are gained from the pilot projects which 
are applicable to each context. Hence, the new WSM monitoring and evaluation system is designed in 
consideration of these issues so that countries can adapt based on their specific context or arrangement. 
However, the projects should have a harmonised and standard approach of watershed monitoring and 
evaluation systems. This watershed management result based M&E system is therefore, intended to guide 
the implementation of harmonised M&E system in the basin countries. 
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2.  Purpose of the Watershed Management M&E System

The ultimate purpose of the watershed management M&E system is to provide stakeholders with a 
standard watershed management M&E system across the EN countries including planning and reporting 
tools. The system will also help to harmonize the planning, reporting, monitoring and evaluation approaches 
in the Eastern Nile countries. Once operational, the planning process, the reporting procedures, the M&E 
system and its indicator framework can be adapted to each watershed that are going to be implemented 
in these countries.  Uniformity and consistency of monitoring of the watershed management projects 
across the EN countries is essential in order to provide a reliable and accurate source of information. All 
watershed management projects in each of the EN countries should be monitored and evaluated using 
similar criteria with slightly differences according to their specific arrangements and components.  The 
M&E system is designed with the concept of the results based approach where the main focus is being in 
the delivery of results rather than focusing on the inputs, processes and activities. 

In general, in addition to the general issues presented above, the WSM Monitoring and Evaluation system 
is designed to support an effective implementation of the project and provide direction to:

i. Assess and document timely progress towards achievement of results (outputs, outcomes and 
impact) of the watershed projects in the basin countries, 

ii. Standardize the planning and reporting procedures and tools, 

iii. To set out a standard where all projects being monitored and evaluated using similar criteria 

iv. Support information gathering and analysis for the project management and other stakeholders on 
the quality of implementation so as to facilitate appropriate and timely decisions.

v. Identify implementation gaps for proactive corrective actions.

vi. Identify and incorporate lessons learned into the project implementation.

vii. Institutionalize learning and set up accountability mechanism.

Within a Results Based Management M&E system, it is recommended using templates to provide a 
standard method that enables people to engage in the planning, reporting and monitoring processes.  To 
support this, in this document, the planning and reporting tools are prepared and annexed for different 
level stakeholders including the watershed communities. The tools facilitate setting targets, annual 
plans, reporting actual results against those targets, any variance between planned and actual, problems 
encountered and any necessary actions to be taken.  Therefore, such standard templates help to aggregate 
and analyze results across a number of projects, locations, sectors and countries. 
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3. Concepts of Result Based Management (RBM)

3�1� Brief Background 

What is Result? A Result is a describable or measurable change resulting from a cause and effect 
relationship (CIDA 1999).  Similarly Sida (2007) defined results as “The outputs, outcomes and impacts 
(intended or unintended, positive and/or negative) of a development intervention.  In the project planning 
process, expected results are answers to problems identified and focus on changes that the project is 
expected to bring about. 

Results Based Management (RBM) is therefore, a management strategy focusing on performance 
and achievement of outputs, outcomes and impacts (UNDP 2002). It is a management strategy 
aimed at achieving important changes in the way organizations operate, with improving performance 
in terms of results as the central orientation.  The approach focuses on achieving outcomes, 
implementing performance measurement, learning, and adapting, as well as reporting performance. 
It is an orientation towards outcomes and an impact (rather than outputs) is often regarded as the 
distinctive feature of RBM. 

Results-based management is a participatory and team-based approach to project planning and focuses 
on achieving defined and measurable results and impact. It is designed to improve the projects’ delivery 
of results and strengthen management effectiveness, efficiency and accountability. 

The RBM approaches make a critical difference in the way that development results are mutually defined 
and agreed upon with the community and stakeholders. This ensures commitment and a common 
understanding of what the project is trying to achieve, flexibility is built into the project that allow for 
the adjusting of strategies to ensure development results.  It adopts flexible management, involving the 
participation of key stakeholders throughout the cycle, in the planning, implementation, monitoring and 
reporting.

The RBM approach seeks to overcome what is commonly called the “activity trap”, i.e. getting so involved 
in the day-to-day activities that the ultimate purpose or objectives are being forgotten.  Therefore, it 
helps to clarify, early on the purpose of a project or project and thus the expected results.  It also helps 
to manage more effectively for results by modifying project activities or approaches to better meet 
expected results rather than managing solely on the basis of activities.

The RBM and participatory development approaches are not only complementary, but essential to one 
another. In RBM, projects must be designed, planned, implemented and monitored using a participatory 
approach where all stakeholders are involved throughout the project life-cycle. Expected results (the 
outputs, the outcomes and impacts) must be mutually defined and agreed upon through a consensus 
building involving stakeholders. This enhances stakeholders’ sense of ownership and subsequent 
commitment to continuous performance assessment, project adjustments and annual work planning. 
Primary purpose is thus improving efficiency and effectiveness through learning and secondly to fulfill 
accountability obligations through performance reporting.
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Special feature of RBM is its focus on clients: working with and being responsive to project beneficiaries or 
clients concerning their preferences and satisfaction with goods and services provided. It views that key 
to success is the involvement of stakeholders throughout the management lifecycle in defining realistic 
expected results assessing risks, monitoring progresses, reporting performance and integrating lessons 
learned into management decisions.

3�2� Principles of RBM

The implementation of RBM is based on six principles

i. Partnership: For RBM to be successful, expected results must be mutually defined and agreed upon 
by all major stakeholders including the watershed communities through a consensus building process. 
Mutually identifying problems, interventions and agreed upon results enhances stakeholders sense of 
ownership and subsequent commitment to continuous performance monitoring and management. 
Participation improves the quality, effectiveness and sustainability.   Every stakeholder has a stake to 
say and contribute to the development process. 

ii. Accountability: Sharing Responsibility is a key element of accountability in the implementation of 
a project. The stakeholders will accept to be accountable if decision and management authority is 
clearly defined and agreed upon.

iii. Transparency: It is necessary that results reporting be transparent. Clearly identify the expected 
results and the corresponding indicators so that results are measurable. The implementation of a 
Measurement Performance Framework will generate data that will be used in the preparation of 
better-documented reports that will be used for efficient decision-making. 

iv. Simplicity: Make it simple. The RBM approach implemented must be easy to understand and simple 
to apply. Too much complexity in the data collection system and performance measurement is the 
major obstacle to the efficient implementation of RBM. It is better to start with a limited number 
of results statements and indicators in order to better measure and monitor the expected results.

v. Learning by doing:  Implement RBM on an iterative basis, refining approaches as we learn from 
experience. Practical experience through the implementation process , is a necessary exercise for 
capacity development and for improving the implementation of RBM methods and tools.

3�3� Results-Based Monitoring & Evaluation (RBM&E)

Results Based Monitoring and Evaluation means that M&E is focused on the higher level objectives/ 
outcomes and impacts not the lower level activities. It is a system to assess the performance of a project 
or a program on the basis of its impacts and benefits to the intended communities it is expected to 
deliver. It focuses on how and for whom the project responds to. It is different from traditional M&E in 
that the traditional M&E measures inputs, activities and outputs. In this regard, if one do not measure 
results, cannot tell success of the project. 

The Results Based Management, Monitoring and Evaluation generally focus on; 

 X clearly identifying project beneficiaries’ and other stakeholders’ problems and opportunities

 X setting clear and agreed objectives, monitoring targets and milestones put each project period



7Watershed Management Result Based Monitoring and Evaluation System

 X ensuring adequate resources to achieve the objectives

 X monitoring progress towards results and resources consumed with the use of appropriate indicators

 X identifying and managing assumptions/risks, while bearing in mind expected results and the necessary 
resources

 X using quantifiable indicators to measure progress

 X compile lessons and use them for improved project management decisions

 X reporting on results achieved and the resources involved

This approach uses the Results Framework (RF) as the basis for the project design and establishes the 
quantifiable monitoring indicators against the objectives and measures the qualitative results against 
assumptions, risks and stakeholders. The concept of RF will be discussed later and the results framework 
for this watershed management M&E system is indicated on Annex 1. 

3�4� Why Results Based Management?

Historically, project monitoring system focus on inputs (what is spent and supplied), activities (what is 
done), and outputs (what is produced). Although accurate information at this level is important, it did not 
tell whether or not projects are making progress towards solving problems they had set out to resolve 
during designing projects, and that the problems often remained once projects were completed.

However, progressive management requires looking beyond supplying inputs, doing activities and 
producing outputs to focus on actual results: the changes created, and contributed by the projects. 
Project managers and staff can manage their projects in order to maximize achievement of development 
results that is a sustained improvement in the lives of the people in the project area by establishing clearly 
defined expected results, collecting information to assess progress on a regular basis, and taking timely 
corrective action. 

Its primary purpose is, therefore, to improve efficiency and effectiveness through learning, and secondly 
to fulfill accountability obligations through performance reporting. In the results based approach of 
project management, planning, monitoring and evaluation processes should be geared towards ensuring 
that results are achieved—not towards ensuring that all activities and outputs get produced as planned. 
The monitor’s responsibility in RBM is to see whether the work has been done efficiently and effectively. 
Such kind of evaluation adopts a broader perspective than monitoring of input/output considering ‘Are 
we doing the correct project?’ Evaluations focus on progress towards realizing the project’s purpose 
and goal.

How can we measure Result or Performance? Project performance is measured on the basis of 
INDICATORS – signs that show changes or progress that have been induced by an activity or a set of 
activities of the project implementation. 
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3�5� Key Terms of RBM&E 

The key terms and principles of results-based monitoring and evaluation are explained here below. The 
definition of the various terms are mainly based on or adapted from OECD/ DAC definitions1

Box 1: RBM&E Definitions

Results: The output, outcome or impact (intended or unintended, positive and/or negative) of a development 
intervention.

Outputs: The products, capital goods and services which result from a development intervention; may also 
include changes resulting from the intervention which are relevant to the achievement of outcomes.

Outcome: The likely or achieved short-term and medium-term effects of an intervention’s outputs.

Results Chain: The causal sequence for a development intervention that stipulates the necessary sequence to 
achieve desired objectives beginning with inputs, moving through activities and outputs, and culminating 
in outcomes, impacts, and feedback. In some agencies, reach is part of the results chain. 

Results framework: The project logic that explains how the development objective is to be achieved, including 
causal relationships and underlying assumptions.

Results-Based Management (RBM): A management strategy focusing on performance and achievement of 
outputs, outcomes and impacts.

Effectiveness: The extent to which the development intervention’s objectives were achieved, or are expected 
to be achieved, taking into account their relative importance.

Efficiency: A measure of how economically resources/inputs (funds, expertise, time, etc.) are converted to 
results.

Monitoring: A continuing function that uses systematic collection of data on specified indicators to provide 
management and the main stakeholders of an ongoing development intervention with indications of the 
extent of progress and achievement of objectives and progress in the use of allocated funds.

  Evaluation: The systematic and objective assessment of an on-going or completed project, projector 
policy, its design, implementation and results. The aim is to determine the relevance and fulfillment of 
objectives, development efficiency, effectiveness, impact and sustainability. An evaluation should provide 
information that is credible and useful, enabling the incorporation of lessons learned into the decision 
making process of both recipients and donors.

 Evaluation also refers to the process of determining the worth or significance of an activity, policy or 
project. An assessment, as systematic and objective as possible, of a planned, on-going, or completed 
development intervention.

Goal: The higher-order objective to which a development intervention is intended to contribute. 

A goal is the ultimate aim or purpose of the project, a longer-term result, which reflects the intended 
change (improvements) in a target population. It is important to note that different organizations and 
funding agencies refer to goals is a variety of ways. Final Goal, Overall Goal, Strategic Goal/Aim, Overall 
Objective, Impact Goal etc…all refers to impact-level changes.

Impacts: Positive and negative, primary and secondary long-term effects produced by a development 
intervention, directly or indirectly, intended or unintended. 

1  OECD Glossary of Key Terms in Evaluation and Results Based Management



9Watershed Management Result Based Monitoring and Evaluation System

3.6. Rationale of RMBE for Watershed Projects

As explained above, results are outcomes or impact (intended or unintended, positive and/or negative) 
of a watershed intervention. In specific case, results in watershed development projects include, but not 
limited to; rehabilitated areas (with different SWC activities, tree plantations, area closure, etc), improved 
in soil fertility within the watershed, increase in crop yields, change in drinking water availability, increase 
in livestock productivity because of increased availability of livestock feed and veterinary services, increase 
in communities’ income and general changes in the livelihood of the watershed communities. In the RBME 
logic the overall purpose of watershed projects will be to monitor and evaluate on the basis of tangible 
results that responds to the watershed communities in terms of the results mentioned above, not only 
on the routine activities and input delivery which is the main focus areas of the traditional monitoring 
and evaluation system

Therefore, with this understanding, the intended watershed management M&E system will be Results-
Based Monitoring and Evaluation (RBM&E) System that intends to track such results. It is most relevant 
and appropriate for reasons that it responds for the watershed communities’ and stakeholders demand 
for results and it also responds to the needs of the end beneficiaries’ priorities through focusing on 
results rather than processes and activities. 

The system envisioned supporting an improved watershed and natural resource management through 
delivering timely reliable information for informed decision making and learning.  An efficient Watershed 
Monitoring and Evaluation (WME) system will also help to identify the implementation gaps for proactive 
& timely corrective actions and identify and incorporate lessons learned into watershed management 
implementation. The need for efficient WME system and its value as a powerful management tool has thus 
been widely recognized for sustainable watershed development and improvement of the livelihood of 
the resident communities. As mentioned, the WME system should enable to monitor improved ecological 
conditions in watersheds, monitor livelihoods benefits for the communities in the watersheds, monitor 
participation of the watershed communities, improve the quality and efficiency of data collection, handling 
and analysis, increase stakeholder participation at all levels, be cost effective and potential for sustainability 
of the system. 

3�6�1� Issues considered in the design of the M&E system

As explained earlier, the current M&E system is designed in consideration of the good practices, 
experiences and achievements of the pilot phase project M&E systems which were built based on the 
specific situations of the basin watershed projects. Lots of experiences were gained and capacities built for 
such watershed management projects participatory planning, implementation and M&E processes. There 
were lots of efforts made to institutionalize the watershed M&E system within the government offices.  At 
the same time, the watershed M&E system considers an approach for integrated watershed management 
that has many components which would be more effective in addressing livelihood-environment-poverty 
linkages for wider benefit of the communities and the sustainability of results through actively involving 
the different sectors and stakeholders in the whole process of watershed management. Hence, the multi-
dimensionality nature of the watershed management intervention is also taken into consideration while 
designing the results framework, identification of the indicators and suggestion of the M&E system in 
general.  
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3.6.2. The Watershed Management Monitoring and Evaluation; Defining Concepts

Project Monitoring Process: Project monitoring refers to the routine collection of data on inputs; 
financial, human, and capital resources invested for the Project implementation. Both inputs and processes 
fall specifically under the mandate and control of the Project. Though the focus of the M&E system in the 
EN watershed management projects is on results, the routine monitoring and tracking of such inputs 
and activities is also an inevitable as the data entry in the projects MIS system begins with the entry 
of information on the inputs used and the activities done in the field. It is also important to gauge the 
performance against the annual milestones that is also the prerequisite for the delivery of results. It 
mainly focuses to ensure if the project resources/inputs are changed to planned outputs as efficiently 
as possible. The project & government staff and the intended beneficiary communities will take the 
leading role to follow up the day to day progresses in every aspect of the project input use, activities and 
achievement of outputs. These processes must be regularly captured and reported by the communities 
and other responsible stakeholders. 

Moreover, project results will also be equally monitored as part of the overall process. Results Monitoring 
involves the collection of data on what results from outputs, and on early outcomes that occurs at 
Project Level. To illustrate this, the Results Chain has shown two distinct intermediate steps: 1) Use of 
Outputs under Outputs; and 2) Intermediate Outcomes under Outcomes. The Results Chain, which 
will be discussed later, will elaborate both of these levels.  Project Monitoring of Outputs refers to the 
specific deliverables resulting from inputs and processes. The Results Chain is important in ensuring that 
results monitoring effectively informs the project and through aggregation across different projects and is 
especially important within the context of a project like the watershed management projects where data 
need to be regularly collected on progress made by each micro watershed to inform timely achievement 
of objectives. However, only measuring project inputs, activities and outputs does not yield information 
that can by itself inform Project achievements. For this reason, results are also monitored as part of 
Results Monitoring. 

Evaluation: The project evaluation would be undertaken periodically in a participatory manner to 
ensure the achievement of the set objectives. Different evaluation types will be discussed later in terms of 
timing, and who conducts the project evaluations. During the Project evaluation exercise, the evaluation 
team is responsible to conduct the assessment with the aim of determining the relevance and fulfilment 
of objectives, development efficiency, effectiveness, impact and sustainability. An evaluation should provide 
information that is credible and useful enabling the incorporation of lessons learned into the decision-
making process of both recipients and donors. 

In specific terms, the evaluation of the watershed management project is expected to focus on indicators 
that the intervention is expected to deliver. Though will be shown in detail later on the results framework, 
the fundamental indicators of a typical multi-sectoral watershed management project outcomes to be 
evaluated may include;

 X Reduction in soil erosion and run off,

 X Rehabilitation of degraded lands,
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 X Increased tree plantations around homesteads, number of community woodlots established and 
adoption of improved forestry management, 

 X Increase availability of fuel wood and poles for construction

 X Increased adoption of new crop varieties and improved cropping practices, 

 X Expansion of irrigated area and increase in the production of high value crops such as vegetable and 
fruit crops,

 X Reduction in animal diseases and improved animal health,

 X Adoption of improved breeds of cattle, sheep/goats and poultry,

 X Expansion of forage, adoption of controlled grazing methods and better livestock nutrition,

 X Expansion of off-farm income generation activities,

 X Improved availability of potable water for beneficiaries, 

 X Enhanced access to markets and social services as well as improved accessibility of rural villages.

In addition, during the impact evaluation, the medium and longer term results of the project interventions 
will be assessed. The key indicators of expected project impacts to be evaluated may include, but not 
limited to:

 X Improved soil fertility and increased in crop productivity;

 X Enhanced livestock productivity and expansion of livestock products, e.g. meat and milk;

 X Expansion of marketed surpluses and increased cash incomes from crop, livestock production and 
other economic activities;

 X Improved food security and reduction in the incidence of poverty;

 X Socio-economic welfare of the community particularly with respect to poor and disadvantaged 
groups such as landless, women, vulnerable,  etc;

 X Reduced sedimentation downstream of the project areas.
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4. Framework for Results-Based Monitoring & Evaluation of the 
Watershed Management

4�1� The Results Framework 

Results framework (RF) is an explicit articulation (graphic display, matrix, or summary) of the different 
levels, or chains, of results expected from a particular intervention—project, project, or development 
strategy2. The results specified typically comprise the longer-term objectives “outcomes” or “impact” and 
the intermediate outcomes and outputs. Thus, the results framework captures the essential elements 
of the logical and expected cause-effect relationships among inputs, outputs, intermediate results or 
outcomes, and impact. RF represents the underlying logic that explains how the development objective 
of a project is to be achieved translating the results chain of an intervention into indicators that measure 
the degree to which inputs are being transformed into specific activities and outputs, and the degree to 
which a relevant target population is using those outputs as the anticipated outcomes of the project

The Results Framework provides a sound basis for the planning, management and evaluation of 
development projects. Its logic is derived from the principle that the hierarchy of objectives of a project 
can be determined only after going through series of hierarchies and the selection of a preferred 
implementation strategy. It is both a planning and a management tool. It provides a project level framework 
to track progress toward the achievement of results. Results-Based Monitoring and Evaluation (RBME) is 
the core dimension in Results-Based Management. 

As described above, there are two main types of monitoring: implementation monitoring and results 
monitoring. Both are important in tracking results. Implementation monitoring tracks the means and 
strategies (inputs, activities and outputs included in annual plans) used to achieve a given outcome. 
Results monitoring focus on the outcomes and impacts a project is expected to achieve. 

The Results Framework has three elements: Results chain, the Logframe and Performance Measurement 
Framework (PMF). These three elements will be briefly discussed here under. 

4�2� Results Chain

The result chain is the causal sequence for a development intervention that describes the necessary 
sequence to achieve desired results beginning with inputs, moving through activities and outputs, 
outcomes, impacts, and feedback mechanisms3. Results Based Management applies a Results Chain to 
plan a clear logical process and manage the implementation.

It is an iterative process, the planning starts with a clear view of the project purpose and outcomes, 
planning backwards to the inputs and then implementing the project from the inputs to the outcomes. 
When monitoring and evaluating the whole plan is kept in focus, the details of implementation existing 
within the context of the chain.

2  WB- Independent Evaluation Group, 2012
3  Freer Spreckley: Results Based Monitoring and Evaluation Toolkit, second edition, 2009



13Watershed Management Result Based Monitoring and Evaluation System

The EN watershed management project will employ a results chain approach, consistent with that is used 
by a number of international development agencies. 

Figure 1: Results Chain

The Results Chain forms the basis for development of the logframe and/or the results framework. In a 
more descriptive way of typical project result hierarchies the results chain can be illustrated as follows: 

Figure 2: Illustration of Result Chain
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4�3� The Logical framework 

4�3�1� Logical framework approach 

The Logical Framework Approach (LFA) is a systematic and analytical process for planning of projects, 
and programs. It is the proven instrument that is applied in participatory approach for creating ownership 
among stakeholders. 

The approach helps to address a lot of issues including to analyze an existing situation, including the 
identification of stakeholders’ needs/ priorities and the definition of related objectives, establish a causal 
link between inputs, processes, outputs, outcomes and objectives (vertical logic). It also defines the 
assumptions on which the project logic builds; identify the potential risks for achieving objectives and 
outcomes. It establishes a system for monitoring and evaluating project performance, communication and 
learning process among the stakeholders. The logframe is a planning or programming tool that creates 
a hierarchy of objectives, highlights external factors that may impact the implementation of the project, 
establishes criteria for M&E, clarifies how planned activities will help to achieve the objectives. 

The logframe is best developed in a participatory way with key project stakeholders. Though it takes time 
and effort to engage local actors, it provides multiple returns for all major parties concerned in terms 
of improved understanding of the local context, better appreciation of local priorities, increased local 
ownership, and greater chance of the sustainability of the expected results of the project.

Table 1: Logframe Matrix structure

Project 
Description/

Narrative summary
Indicators

Means Of Verification 
(MOVs)

Assumptions/

 Goal Indicators  MOVs

Purpose/Objective Indicators MOVs  Assumptions

Component 
Objectives

Indicators  MOVs  Assumptions

Outputs Indicators MOVs Assumptions

Activities
Milestones specified in 
activity schedules and 
scope of services

Management reports 
on physical and financial 
progress

Assumptions

The left vertical column of the LF is typically termed the Project Narrative column. It provides the story 
of what should occur in the project by identifying the links between the broad goal of a project (its 
expected impact), its intermediate objectives or purpose (expected outcomes), and its related activities 
(expected outputs or immediate objectives).  These different levels of objectives are arranged from top 
to bottom in this column and should be able to be read from top to bottom and from bottom to top one 
as a check on the logic of what are planned.
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The LogFrame also identifies how project progress and achievements will be   measured and as such helps to 
keep the project on-track. This information is placed in the column immediately to the right of the Narrative 
column and is commonly called Objectively Verifiable Indicators (OIVs) or simply Indicators column. In the 
third column from the far left, and to the immediate right of the indicator column, are the sources of 
data that will be used to measure and track the progress and achievements of a project’s interventions in 
support of its objectives. This column is frequently referred to as the Means of Verification (MoV) column. 
It references internal and external sources of data to the project that will be used to measure expected 
results. 

Finally, the far right-hand column of the LogFrame matrix explains the Assumptions and Risks associated 
with the proposed project are identified. Assumptions are beliefs about what is expected to occur in 
the project, while risks are derived from these.  Both should be assessed and managed to ensure project 
success.

Monitoring &Evaluation most often first become involved in Logical Framework when the project 
begins proper. Their task is typically first to review the LF and recommend how the agreed project 
proposal can be operationalized, in terms of the monitoring and evaluating of its expected results. This 
job involves often fine-tuning indicators, developing indicator definitions, and then designing associated 
M&E Plan.  

The Process of LF Construction 

When to use it? LFA can be used throughout the project management cycle. That is, for identifying 
needs/problems, preparing project appraisal, implementing, monitoring and evaluating. If the LFA is used 
to conceptualize projects rather than as a standard mechanism to design projects, it has the potential for 
widespread and flexible application. 

Where to start from? The conventional entry point is the problem analysis (image of the reality) followed 
by a stakeholder analysis (mapping of interests and potentials of relevant actors), an objective analysis 
(image of an improved situation in the future) and the selection of the preferred strategy intervention 
(comparison of the different chains of objectives). 

Who should be Involved in the Preparation of the LFA? Project planning and management should 
always be considered as a team task. This requires giving key stakeholders the opportunity to provide 
inputs to the LFA process and products. Ideally the LFA is developed in a consultative process, involving 
the different sectors, implementing partners and preferably the clients /beneficiaries. 

Components of the Logframe 

i. Goal :  Broad welfare, health, and quality of life,  aim towards which the project is expected to 
contribute

ii. Objective: – the new situation which the project is expected to bring about

iii. Outputs:  an immediate result of doing project activities, the results which should be within the 
control of the project management, 
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iv. Activities: the things which have to be done by the project to produce the outputs

v. Indicators: Objective measures used to verify progress and achievement of the project

vi. Means of Verification: Methods of collecting & assessing information with regard to the indicators 
(e.g. progress reports).

vii. Risks/Assumptions: Events and conditions outside the control of planners and implementers that 
may impact the attainment of objectives of the project. 

4�3�2� Logical framework matrix   

Establishing a logical framework is possible only after thorough analysis of available information (problems, 
objectives and opportunities).  In addition to the logical relationship between activities, outputs, project 
purpose and overall objectives, there are external factors (assumptions) that influence the success of the 
project and they are also included in the logical framework. 

The logical framework can be prepared and presented by a project preparation workshop. This gives a 
clearer view of what is under discussion. It is thus a tool for understanding the purpose of the project, the 
strategy to achieve it and the means deployed. The same logical framework is used as a point of reference 
during monitoring and evaluation, to analyze the operation’s results and impact. 

The table below shows the structure of the matrix and indicates the general sequence for completing 
its component parts. The Project description is completed first, then the assumptions, then Indicators 
and finally the Means of Verification. However, completing the matrix must be approached as an iterative 
learning process. 

Therefore, for the ENWSM projects too, depending on the choice of the tool or approach to be followed, 
similar procedures can apply to design the project; its general objective, the outcomes, the outputs, 
indicators for different levels and overall matrix can be constructed. But as discussed earlier, the final 
matric will depend on the results based approach and hence the results framework will be used for the 
construction of the matrix (Ref Annex 1). 

4�4� Performance Measurement Framework

The Performance Measurement framework (PMF) is an RBM tool used to plan systematically the 
collection of data on the project performance information. It is a tool used:

 X To organize results monitoring and evaluation/M&E plan

 X For gathering information to determine how well programs/projects are meeting established needs 
and goals

 X To document the major elements of the performance monitoring system so as to better inform the 
various stakeholders of the project, 

 X To assess the level of achievement of the expected results: outputs, outcomes and impact.

 X Depicts results, indicators, data collection methods, sources and who is responsible for collecting 
and analyzing the data.
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 X To ensure the regular and timely collection of the project performance information.

 X The PMF links what the project management will monitor with how they will do it. It is designed at 
the start of a project that can be updated annually as required and is used for baseline collection and 
later for comparing with actual progresses at different intervals of the project period. 

The elements of the PMF are presented in a 9-column matrix like the one shown below. 

 X Listing of result areas (outputs, outcome, impact) and indicators for different level,

 X Selected Performance Indicators for each result statement

 X Project period target and annual milestone for each indicator

 X Indicates the baseline situation 

 X Identify the data type required to monitor the progress of the indicators 

 X Suggest the Data sources

 X Methods/techniques for data collection

 X Frequency of data collection (monthly, quarterly, or yearly, etc )

 X Responsibilities for collecting data; who is going to be responsible for data collection and finally 

 X The use of the collected information. The purpose of the collected data should be understood ahead; 
not for simply for sake of collecting the data. 

Table 2: Performance Measurement Framework (PMF) Matrix

Level / Key 
indicators

Target
Baseline 
(year) 

Means of Verification
Use of the 

informationData 
required

Data 
source

Collection 
method 

Collection 
frequency 

Responsibility

Impact :1

:2

Outcomes :1

:2

:3

Outputs   :1

:2

:3

: 4

The data collected will tell the project management whether intended results are being achieved, well 
progressing, and will use this information in reporting and subsequent workplans. Performance information 
will also be used in a variety of other ways for different audiences. It may be used to support learning, 
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decision-making, adjusting project targets and implementation approaches, operational performance. It 
may be used to inform stakeholders or share information about the project performance status at each 
at each interval of the project period.

4�5� The Watershed Monitoring and Evaluation Framework 

This section presents the Results-Based Monitoring and Evaluation (RBM&E) framework for a typical 
watershed project, which provides the basis for planning, monitoring and evaluation of results for the 
WSM interventions. Based upon the results framework (presented in full in Annex 1), a monitoring and 
evaluation framework was produced for the WSMME. The M&E framework is designed to identify and 
quantify the various elements that are needed to be able to plan out the monitoring and evaluation 
requirements. 

The approach to monitoring and evaluation is designed to ensure that stakeholders are involved at all 
levels starting from the identification the watershed community priorities, the community watershed/
or micro watershed delineation, target setting, implementation data collection, reporting and that the 
system provides feedback and information so that each stakeholder facilitates continuous improved 
performance during the life-cycle of the projects. 

Figure 3: Levels of Monitoring

The key considerations while developing the WSM M&E system is that impact levels be defined based 
on a watershed concept that encompass the wider economic and environmental issues and  stakeholder 
participation is key element and their involvement at each level of the design and M&E process is 
significantly important. 
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The framework helps to identify and observe the close linkages between environment and poverty 
at different levels and to refine the project strategy accordingly. Sustainable land use is at the core of 
integrated watershed management. Land use practices should therefore be monitored and this needs to 
be done in strong ownership and participation of the watershed communities. Communities settling in 
the smaller unit of watersheds (community watersheds or micro watersheds) are the basic unit within 
the project area where the close interactions between livelihoods and environment become manifest and 
the planning and implementation arrangements should start. From the above framework, the following 
can be summarized:  

Table 3: Summary of the framework 

Objective Issues to be addressed
How these changes being 

tracked  

Monitor livelihoods 
benefits for the 
community 

 X Changes in livelihoods,  equity 
issues, where all WS communities 
benefit from the project

 X Include livelihoods M&E 
indicators 

 X Include indicators for monitoring 
access of the poor to project 
services and resources

Monitor improved

ecological conditions in 
watersheds

 X M&E focused on soil and water 
monitoring 

 X Monitor others like forestry, etc

 X Indicator monitoring of the 
physical environment to capture 
changes on soil & water 
conditions

Monitor the changes 
in productivity, income 
levels 

 X M&E focused on productivity and 
income levels of the watershed 
communities, 

 X Set indicators and monitoring 
changes over the project period 
against the baseline and in each 
year

Monitor participation of 
the poor in the project

 X The poor may  not sufficiently 
involve in project planning, 
implementation and monitoring

 X Indicators and approaches to 
monitor participation during 
planning,  implementation and 
monitoring

 X Monitor the level benefit sharing 
among the VGs, 

Monitor other physical 
infrastructures like 
irrigation system and 
others social services

 X Monitor the physical progresses, 
impacts on the livelihood of the 
watershed communities, 

 X Indicators to capture the 
contribution of these service 
structure for the overall changes, 
improving the living conditions of 
the communities 

This is shown in detail on the project results framework under Annex 1 and annex 2 about the Watershed 
Management Implementation Plan. Both are designed to identify and quantify the various elements that 
are needed to plan the monitoring requirements for the watershed projects. 
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4�6� Issues in the Development process of the WSM M&E system

Regarding the selection of the indicators for the EN WSM, the following issues were considered: 

 X The impact levels be defined based on the holistic watershed concept that encompass the wider 
economic and environmental issues and  stakeholder participation is key element and their 
involvement at each level of the project design and M&E process is significantly important. 

 X The importance of linkages between livelihoods of the watershed community, environmental and 
other socio-economic and agro-ecological issues is reflected in the indicators framework;

 X Stakeholder participation is  key element of the watershed development intervention and platforms 
for stakeholder participation and communication at each level of project design and M&E process  
should be vital in the M&E system.

 X Communities settling in the smaller unit of watersheds (community watersheds or micro watersheds) 
are the basic units in the WS M&E system.  

 X At the CWT level, the watershed communities, the village level government staff and project staff 
will monitor project performance against each indicator on different aspects such as the physical 
SWC structures, biological conservation and other economic and social activities. 

 X The complexity and multi-dimensionality nature of the watershed development intervention insists 
to have big number of indicators that are used to monitor each indicator in different components. 
They usually cover a wide range of disciplines and approaches in a comprehensive approach to cover 
different dimensions.  This demands the active involvement of the different sectors and partners in 
the process and should not be left to a single institution like agriculture and natural resources sector 
only.  

But the specific components and indicators at different hierarchies can further be refined while designing 
the project documents for each specific country since the intervention, the components and other issues 
may vary from country to country. The RF and components presented here are the ones that have the 
potential for a typical watershed project. 

A system that establishes an effective M&E system and creates a learning environment is an important 
element of the project. Thus the M&E activities of the watershed management interventions in the 
EN will: (a) generate information on progress, processes, and performances; (b) aggregate and analyze 
data generated at various levels (National, regional states, districts, villages, and the smaller unit of the 
watershed) to track progress, project impacts and sustainability; and (c) document and disseminate 
key lessons to watershed communities and stakeholders. To assist this situation, the system has to be 
supported with IT technology such as having an MIS system designed for specific project purpose. This 
issue will be discussed later. 

Moreover, the system will ensure that: (a) clear responsibilities and procedures for M&E are established; 
(b) M&E capacity building is emphasized from the start and throughout implementation including for 
grassroots level to buy in their active involvement (c) the M&E system and reporting will function in a 
timely manner and (d) data are collected and used starting from the baseline. This is also important to 
know project contributions.  In order to create a solid foundation for such system, well defined results 
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framework with indicators and detail implementation plan including the planning and reporting formats 
are worked out (the planning and reporting formats are indicated in the annexes).   

4�7� The Watershed Intervention Indicators 

The results chains show the logical chain of expected changes resulting from the different watershed 
activities. However, in order to be able to monitor and asses changes at each level, indicators should 
be assigned to each in the result chain.  An indicator is a unit of information, measured over time that 
documents change. It provides evidence of how much has been or has not been achieved. 

When the changes in the result chain are clearly defined, indicators to measure those changes will be 
relatively easy to identify. Indicators of impact and progress are meant to provide a gauge of project 
success. 

Hence, having clear and measurable indicators forms the basis of the project monitoring and evaluation 
system that should answer the following key questions: 

 X Has the expected change actually happened?

 X To what extent?

 X What is the scale of change (how many people)?

 X How and why are the changes taking place or not taking place?

 X To what extent are the expected changes sustainable?

On the other hand, an integrated watershed intervention encompasses comprehensive approach that 
demand to have different indicators because of the holistic nature of watershed intervention.  Even 
there are a large number of possible indicators just at impact level. If one considers the multitude of 
progress indicators as well, it is evident that the first requirement for designing a Project Monitoring and 
Evaluation Plan is that attention is given in choosing most governing indicators and should be chosen with 
clear criteria. 

Criteria for assessing an indicator: 

 X Valid: Measures in fact what it intends to measure conceptually; measures only the specific phenomena 
it is intended to measure; will capture changes in the state of the phenomenon under study

 X Reliable: Produces the same results when used more than once to measure the same phenomenon 

 X Precise: Is operationally defined in clear terms

 X Timely: Provides a measurement at time intervals relevant and appropriate in terms of project 
goals and activities 

 X Feasible: is practical to collect and economical 

 X Useful to management: Information provided by the measure is critical to decision making 



22 Impact Assessment of Eastern Nile Watershed Interventions for Scaling Up

Based on these, a pool of indicators has been identified based on the general nature of an integrated 
watershed management project as it encompasses different outcomes.  Clearly, there are higher level 
indicators such as incremental Net Income of the watershed communities, poverty reduction related  
which are data-intensive that require an in depth survey but should be selected nonetheless because 
of its high relevance, usefulness, final goal of any development intervention that aimed at improving the 
income and livelihood of the final beneficiaries. Indicators of impact and progress are meant to provide 
a gauge of project success. 

Once the indicators are pre-selected according to the nature of the watershed management projects, 
a further assessment must be made to filter the most relevant indicator in each specific project. The 
structure of indicators has been developed along the five levels. Methods for monitoring those indicators 
have been selected that will help to maximize both stakeholder involvement and quality of data for each 
of these levels.

Because of the multi-dimensional nature of an integrated watershed management, multiple impact level 
indicators are expected. But all can be grouped into food security/poverty reduction or livelihoods 
improvement related, soil and water conservation related and environment related indicators, which the 
details are identified in the RF that can further be improved through the discussion of the stakeholders 
while designing the specific project in each country.  The impact level performance indicators can be in 
the categories of poverty/income, soil and water conservation and environmental areas;

Table 4:  Summary of Key performance indicators to monitor long-term changes at the watershed level

Food Security and Poverty Soil and Water Environmental

 X Contribution to reduction 
of poverty rate as indicated 
earlier

 X Per-capita income increases

 X Income diversification & 
businesses 

 X Increase in crop and 
livestock production & 
productivity 

 X Job creation to poor 

 X Access to safe drinking 
water and other basic 
services 

 X Availability of grassland for 
livestock feed for increasing 
productivity 

 X Rehabilitated farm & grazing 
lands 

 X Healing of highly affected 
gullies 

 X Changes in soil fertility

 X Degraded unproductive 
lands changed 

 X Decrease in Soil erosion 

 X Sediment reduction

 X Increase in water flows 
in terms of volume and 
seasons

 X Vegetation cover on 
degraded lands, private  and 
communal plantations 

 X Diversity of flora, increase 
in biomass

 X Richness of species in 
planted and protected  
forests

 X Variety of crop species 
newly introduced into the 
project areas 
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Though all such indicators are not seen in the WSM result framework, it is clear that there is a scope 
for such issues being addressed while implementing an integrated watershed management intervention. 

4.8. Baseline for the Project Indicators 

What is Baseline Data?  A “baseline” refers to measurements of key conditions of the project 
indicators before the project implementation begins for later comparison of change as a result of the 
project implementation or the net effect of the program/project. It is basic information gathered before 
a program/project begins with respect to the indicators. 

When should a baseline be known? The baseline study should be conducted prior to the onset of 
operation of the project activities in order to establish the pre-project implementation conditions of the 
indicators. 

Purpose of conducting the baseline: The purpose of baseline studies is to provide an information 
base against which to monitor and assess the indicator’s progress and effectiveness of the project 
implementation. The baseline study will establish the indicator values prior to starting activities and it 
help to determine whether refinements are necessary during the course of implementation. It provides 
a historical point of reference to i) inform project planning, such as target setting, and ii) monitor and 
evaluate changes for project implementation and impact assessment.

Since it is difficult to judge the progress of a project without any baseline data, the status of each indicator 
should be examined at the beginning of a project. This requires a comparison of the situation before 
the start of the operation of the project with the situation afterwards. Indicators need to be developed 
for the different levels of the results chain (impact, outcome, and output) to ensure that the anticipated 
changes due to the intervention are easily tracked. 

How to conduct Baseline Studies: Basically, there are two types of data sources for 
baseline data collection. These are primary and secondary data. Primary data is collected 
through the use of surveys, focus group discussions, key informant interviews, interviews or other methods 
that involve direct contact with the respondents. Secondary data is existing data that has been collected by 
others for another purpose. The secondary data should be trusted collected by reliable institutions. Data 
collected by government, research organizations and other similar projects are exceptionally good sources 
of secondary data which should not be replicated by primary data collection. A baseline study should be 
meaningful, relevant, cost effective and not too academic. 

The use of secondary data saves project cost and time and every effort should be made to establish what 
secondary data exist and to assess whether or not they may be used for the project baseline operations. 
But sometimes primary data is collected unnecessarily and at great expense simply because of lack of 
awareness on the availability of the data. It is necessary to invest the initial time and resources to explore 
what data exist, what data collection exercises are planned for the future, and how relevant the existing 
data are for the baseline operations. Hence, the baseline plan should be developed to illustrate what 
information is needed, and how, where and by whom it can be collected. 
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An inventory of existing information is vital while selecting data collection methods, the context of the 
intervention need to be taken into consideration – e.g. cultural aspects (i.e. conduct separate Focus 
Group Discussion for men and women).

4�9� Setting Targets for indicators 

The project indicator measures results and should have a target attached to these indicators. Targets are 
the quantified levels of the indicators that the project is expected  to achieve at a given point of time or 
the project implementation period. For example, ‘to raise income levels of target HHs living in the watersheds 
by 25% by the end of the project period’. Such project period targets will be disaggregated into milestones 
that could be achieved by each year and commutated for the whole project period. 

Setting targets is not an easy task. Targets should be selected on the basis of the current situation and 
what is achievable during the project period.  However, the following are some general guidelines for 
target setting.

1. Clearly define where we are and where we want to get to, i.e. set the target level for the specific 
indicator. For this we have to; 

 X Review the baseline,

 X Review the existing situation in the watersheds and history, 

 X Take into account of national and regional/provincial targets in that particular area of intervention, 

 X Expert opinion on what is possible or feasible with respect to a particular indicator such as  
setting in percentage reduction of people below  poverty levels,  

 X What is being accomplished elsewhere with similar project and setting. These are some of the 
important issues to consider while setting targets. 

2. Develop an action plan (milestones) for achieving the targets for each year of the project period,  

3. Monitor progress and revise inputs, interventions or the target itself through assessing the status in 
each year against the milestones. 

4. Expected funding and resource levels, existing capacity, budgets, personnel, funding resources, facilities, 
and the like throughout the project period are also issues that should be considered while deciding 
the target of the project.  This can include internal funding sources as well as external funding.  

Targets should be feasible given all of the resource considerations as well as organizational capacity to 
deliver activities and outputs. Each indicator is expected to have only one target over the specified time 
frame. In the result framework and implementation plan, column being put but the actual target should 
be agreed with the participation of the different key partners.  
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5. Participation of Beneficiary Communities in Watershed 
Project Cycles 

Watershed management intervention by its nature is multi-dimensional and complex  that ought to 
involve all stakeholders that have a stake or interest in maintaining good conditions and for better 
results in the watershed intervention process. This will also include all segments of the communities 
including landless youths, women and others for equal benefit sharing from the natural resources in the 
watershed as well as institutions that are (directly) managing the resources or (indirectly) regulating 
the use of resources in the watershed. A watershed-based planning system will aim at bringing together 
the perspectives and priorities of the different stakeholders on watershed management and monitoring 
changes in the course of implementation.    

The need for effective participatory planning, monitoring and evaluation (PM&E) is thus increasingly 
recognized as an indispensable tool for effective project management, especially very much relevant to 
the watershed development interventions where communities are the sole stakeholders, implementers 
and owners of the projects. When used carefully at all stages of the project cycle (starting from their 
need identification, prioritization to final monitoring evaluation of results), participatory monitoring and 
evaluation can help to strengthen realistic project design and implementation, stimulates partnership with 
project stakeholders and incorporate views of communities.  Participation by the watershed communities 
in design, implementation and M&E brings greater “ownership” of project aim and encourages the 
sustainability of achieved results. In general, the active involvement of key stakeholders with special 
emphasis to beneficiary community has utmost importance for efficient and effective management of 
the watershed management projects and must be a guiding procedure at all levels in the EN watershed 
management. 

5�1� The Community Watershed Planning Process

The whole focus of the sustainable development of the bigger watershed management interventions should 
institute participatory approaches at all levels. The planning should start at the community watershed 
or micro watershed level, which is the smallest structure in the watershed planning and implementation 
arrangement, the size of which depends from one to the other. The process should be done with active 
involvement of all members of the resident communities. The Community Based Participatory Watershed 
Development Planning (CBPWDP) should be the underlying foundation for each country watershed or 
sub-watershed planning approach and thus it will be the starting point of the watershed M&E system. The 
CBPWDP means the whole project period plan for a given level of watershed that should be updated 
through annual action plans. 

As part of the CBPWDP process, the community should produce an annual Community Action Plan 
(CAP) that is, the disaggregated the project period plan of the micro watershed. In the process of the 
CAP preparation, the village level government or project staff should facilitate the process, technically 
support and later also review the CAP in line with the project level context. The contents of the CAP 
should be assessed in terms of the activities planned for the whole period, the resources and inputs 
required both from the project and the community for successful implementation of the current CAP and 
the attainment of the CAP objectives. The CAP assessment will also assess and review the progress and 
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over or under achievement of the CAP in previous years thereby giving an insight into the functionality 
and effectiveness of the CBPWDP process towards addressing the overall target for the project period.

Such community level plans have to be approved at different levels based on the different criteria such 
as the plans being inline with the overall watershed project objectives, the resource availability and other 
factors. Thus the community level planning processes had to be well monitored; the objective of which is 
to be able to track the expectations of the communities themselves in terms of identified problems by 
themselves, their own expected objectives, outcomes and indicators. To facilitate this, a planning template 
designed that can be adjusted based on the details of the planned activities in each community watershed 
(refer Annex 3)

5�2� The Watershed Planning Approval Hierarchy: 

An effective watershed M&E system depends on clear and active participation of the watershed 
communities during the planning, which start from creation of the awareness, electing their watershed 
committee members, participation in identifying key problems that also enhance their participation 
during implementation. There needs to be a clear understanding of project objectives, strategies and the 
communities’ role in the development process. Communities should have clear vision on the expected 
results in terms of environmental rehabilitation, changes in productivity and income. The results framework 
provides the basis for both results-based management and M&E. The implementation of the WSM M&E 
and Planning system has to occur at different levels:

 X Community Watershed Team level,

 X Village  Watershed Team (committee) level,

 X District Watershed Team and/committee and, 

 X Regional Project Coordination Unit and 

 X Federal Levels

To harmonize such hierarchy of planning, approval and reporting procedures, standard planning and 
reporting tools for different structures are designed (Refer Annex 3, 4, 5)
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(CAP) preparation

Figure 4: WSM planning and approval hierarchy

Approved project period plan and CAPs distributed back to the watershed community that further give 
feedback to the general watershed communities. After going through these processes, the plans will be 
entered into the MIS database for each micro watershed or another structure such as village level based 
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on each Country’s arrangement. The achievements will be compared against these plans while reviewing 
the annual and project period achievements.  

5�3� Participation of other Stakeholder in the Watershed Management 
Intervention 

An integrated watershed management intervention by its nature requires multi-sectoral involvement 
as the planning process is based on the needs and priorities of the communities. It addresses the socio 
economic, natural resources, the environment/biodiversity aspects and other dimensions. During the 
design and/or inception phase of the watershed project, analyses have to be done to identify stakeholders 
and their possible interest and contributions to the project planning, implementation and M&E. etc, and 
the potential areas for cooperation and exchange on M&E. 

Therefore, while designing the watershed management project, stakeholder analysis should be done to 
identify the possible stakeholders and actively involved in the process starting from the inception phase. 
It should not be left to a single sector such as the natural resources management or agriculture sector 
only. An arrangement modality has to be developed on how to make the watershed planning approaches 
more participatory that addresses the different needs and priorities of the watershed communities or to 
tap the development potentials of the watershed areas.   

At the inception phase a detail analysis must be done to identify relevant stakeholders in order to address 
the different needs and priorities of the communities. Stakeholder analysis helps to assess a project and 
its environment to address the multi dimensionality nature of the interventions, draw out the interests of 
stakeholders in relation to the problems which the project is seeking to address, avoids any duplication 
of resources and efforts in the watershed areas, identifies relations between stakeholders which can be 
built upon and may enable cooperation in the planning and implementation process.  

How to do a stakeholder analysis: Identify and list all potential stakeholders, identify their interests/
roles and responsibilities in areas in relation to each of the needs and priorities of the communities. This 
helps to jointly implement the watershed interventions to address the intended impacts of the projects. 
Simple tool can be used for the identification of key stakeholders and their functions in relation to 
planning, implementation, monitoring and evaluation of the project.  

Table 5: Stakeholder Analysis tool

List the Stakeholders
interest in the WSM 

project
Influence (+ve/-ve) Importance
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6. The Watershed Management Intervention MIS and Database 
System

The Management Information System is an important input at every level in the project for decision 
making, for storing data, planning, report generation at the required level and period. The lesson gained 
from the EN pilot watershed management projects like Tana Beles integrated watershed project was 
very much successful and was a pioneer in the design and use of MIS database system in the watershed 
development interventions. Specifically the objectives of such systems could be:

 X To collect information related to all integrated watershed activities at community watershed level.

 X To exchange monthly, quarterly, biannual, annual any period project reports required from the project 
districts and regions.

 X To monitor the status of indicators, 

 X To build Capacity at sector offices in the use of Database application. 

In the pilot watershed management projects, the  system was designed in two options with i) stand-alone 
and ii) web based MIS approaches which worked side by side for different contexts (internet connection 
availability) to give options for the different technologies.  In the recent field assessment to Tana Beles 
watershed project areas, one of the key success stories told by stakeholders at different levels was the 
MIS database system. It was mentioned as a good lesson for other watershed management projects in 
the region. It enabled them to get timely performance reports and also able to maintain the project 
related information even until now after the project has being phased out, which is not common to other 
projects. 

6�1� Stand-alone MIS System 

This system will work for project districts where internet access is not available. The system can function 
through receiving reports in a flash, disc or any other means such as sending via email by going to the 
nearest areas where internet access is available to the project coordination units (PCU) at the agreed 
timeframe; like every month and as need arises.  Then the project coordination unit IT expert will upload 
the reports received in soft copies to the MIS database through the ‘copy and paste’ system. Once it is 
uploaded at the PCU level, it has got similar functions and database to those districts that have access 
to  internet connection.  Unless all project districts are covered by internet access this system should  
continue  using the MIS database for the project. However, frequent monitoring and checkup may be 
required as errors could be made while doing the coping - pasting in the system and at any time in the 
transaction. While designing of the interface, it should consider this situation for editing and updating of 
any errors that can be made in the process. 

The system should be user friendly to ensure that M&E outputs are accessible to project staff and 
decision makers and can easily be generated at the required level and timeframe. The system stores, 
planning and achievement data, can be uploaded any project related documents. Information to be 
gathered by community watershed teams, Village Watershed Committees (VWC) and user groups. The 
indicators of the different components of the project will be the basis for design of the MIS database data 
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entry interface. These will come from the different components such as the physical natural resources 
management activities, socio-economic interventions, the capacity building activities, etc.

6�2� The Web Based MIS System 

In this system the project districts are not required to send reports to the PCU, but they have to enter 
the report every month or as the agreed timeframe and the PCU can directly access the reports. The 
PCU can check the quality of the reports can give any feedback to the district. Based on the feedback the 
district office IT officer can edit the data. 

The MIS should be designed to record both technical and financial data related to the planning and 
implementation data at micro-watershed, village and district levels within the selected sub-catchments. 
Therefore, the presence of the MIS database system will be a key element of the watershed M&E system. 
The database in addition to the project information should include the community contributions; both 
in-kind and financial contributions. The planning and reporting formats are designed to accommodate 
such information. 

While the designing of the MIS system, the following key issues should be taken into account; i) The system 
should  be very simple and user friendly for district staff where actual data entry starts that can easily 
being handled with simple training, ii) the system combined both manual and automated procedures. At 
the community watershed and village levels data is manually collected with simplified designed format, iii) 
In each district it requires an IT expert for data entry and the overall management of the MIS database 
for the WSM project iv) There should be a continues training at different levels for staff within the natural 
resources section on the issue of data entry into the database, data management & quality assurance 
issues and report generation and reporting that also help to address the problem of staff turnover and 
v) continues assessment on timely data update of the system and  functionality of the system is required.

To achieve the intended objectives, the MIS system should have information units in different level 
throughout the project areas. For instance, in one of the pilot watershed project, mainly Tana Beles, 
four information/ data processing/ units were identified with; Community Watershed Team, Development 
Agent or Community Facilitator at the village level (that is also equivalent to village community watershed 
team), the natural resources management unit at district  level and Regional Project Coordination Unit 
(RPCU) at the regional state level. Others like the federal ministry of water resources or ministry of 
agriculture where the National Project Coordination Unit (NPCU) exists get reports on quarterly or as 
required from the RPCU or they can directly access the MIS database to generate the required reports.  

As it is proved for its successful applicability, timely information flow and serve as a database to store project 
related information, it will be vital to have an MIS system in the upcoming EN WSM Projects. Though details 
of the design are to be done later, both options i.e stand alone and web based should work hand in hand 
to allow the possibilities based on internet connectivity in the project areas. The feasible and preferred 
one then will be hinged on the MIS based system which will be developed for a specific case of watershed 
project arrangement that can easily be customized for the different institutional and implementation 
arrangements.  The details of the data entry interface should be constructed based on the approved 
components of the intended watershed project in question. To the minimum, it may include, i) natural 
resources management including SWC activities and afforestation, ii) livelihood improvement component 
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activities (crop, livestock and other income generating activities), iii) infrastructure development like 
access roads, small bridges, culverts, irrigation development, rural water supply and others, iv) capacity 
building activities, etc. The lists of activities therefore depend on these issues for the construction of 
the data entry interfaces and report generation. This, obviously means, the WME MIS database must be 
capable of containing and analysing detailed data on each individual activity implemented. 

i. At  the level of each individual activity or any categorization of activities

ii. At any level of location, (activity site, watershed community, village, district, region-if implemented in 
more than one regional state or any structure based on the situation)

iii. Within fixed (monthly, quarterly, mid-year and annual) or user-defined time-periods

iv. In any combination of location and / or watershed and / or activity-type and / or period

On the other hand, the web site while using the web-based MIS database can be used as one of the 
knowledge management and leaning approaches by uploading the monitoring and evaluation results, case 
studies, success stories and other learning materials to disseminate to wider audience. Big watershed 
projects such as the ENWSMPs, are usually implementing a Public Awareness and Communications 
activities with well-designed strategies to create awareness and sensitize the wider community within the 
watersheds. It is important to build a broad knowledge base, skills and system among the different sets 
of communities, government structures and other partners about the holistic watershed development 
approach for the sustainable development of the basin area and improve the livelihood situation of the 
resident communities. Indeed disseminating what works and what does not (and why), in the context of 
introducing innovations and economically and ecologically sustainable approaches and technologies such 
as the evaluation findings, the case studies and success stories through use of different mechanisms will 
be important.  
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7. The Project Monitoring, Evaluation and Impact Assessment 

7.1. The Project Monitoring 

Monitoring is a continuous function that uses the systematic collection data on the project indicators 
identified to provide management and the main stakeholders with indications of the extent of progress and 
achievement of objectives, on the progress of activities and the use of allocated funds. It is the systematic 
and continuous collecting f information with standard and agreed data collection tools, analyzing and 
using of information for the purpose of management and decision-making. Therefore, after agreeing on 
the project indicators, it will be necessary to design standard data collection tools. For this particular 
case, the data collection, reporting system and reporting tools will be discussed in the next chapter. 

Thus, monitoring embodies the regular tracking of inputs (both physical and financial), activities, outputs, 
outcomes and impacts of the project and program levels. Monitoring provides an ‘early warning system’, 
which allows for timely and appropriate intervention if a project is not adhering to the plan. It enables 
the timely identification and correction of deviations in project implementation thus providing the 
opportunity to remedy undesired situations before damages occur or get worse. Monitoring should be 
supported with field visits. It is difficult to properly monitor project progress without field visits.

Monitoring should focus on collecting and analyzing information on: 

 X Physical progress (input provision, activities undertaken and results delivered) and the quality of processes 
(i.e. stakeholder participation and local capacity building);

 X Financial progress (budget and expenditure) 

 X Preliminary response by target groups to project activities (i.e. use of services or facilities and changes in 
knowledge, attitudes or practices)

Within a Results Based Management, Monitoring and Evaluation system it is necessary to use standard 
templates designed for the specific project to provide a standard method that enable people to engage 
in the monitoring process.  Templates can be used to set targets, test actual results against those targets, 
analyze any variance between planned and actual, assess the wider context in which projects operate and 
indicate any necessary actions to keep the project on track and guide project management to a successful 
conclusion.  If standard Templates are used the results across a number of projects, locations, sectors and 
countries can be aggregated and analyzed. 

Purpose: The purpose of monitoring is to achieve efficient and effective performance of an operation. 
Monitoring systems should therefore provide information to the right people at the right time to help 
them make informed decisions. To monitor is to check on how project activities are progressing, inputs 
are being properly used. Monitoring also involves giving feedback about the progress of the project to 
the implementers, beneficiaries and donors of the project. Monitoring must highlight the strengths and 
weaknesses in project implementation, enabling managers to deal with problems, finding solutions and 
adapt to changing circumstances in order to improve project performance.  Monitoring is not only about 
observing and listening, but also about assessing information, learning from it and adjusting one’s approach 
if necessary.
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Generally the monitoring process should provide information that will be useful for analyzing the situation 
in the community and its project, determining whether the inputs in the project are well utilized, identifying 
problems facing the project or community and finding solutions, ensuring all activities are carried out 
properly in time and quality, using lessons to improve the quality of implementation, and determining 
whether the way the project was planned is the most appropriate way of solving the problem at hand.

7.2. The Project Evaluation and Impact Assessment 

The Project Evaluation is the systematic and objective assessment of an on-going, completed or ex-
post project or program, its design, implementation and results. It is intended to determine the relevance 
and fulfillment of objectives, the efficiency, effectiveness, impact and sustainability of the project. It should 
provide information that is credible and useful, enabling the incorporation of lessons learned into the 
decision–making process of all project stakeholders. An evaluation should incorporate lessons learned 
into the decision-making process.

Evaluation also refers to the process of determining the worth or significance of the project or program.  
It is the process of judging value on what a project or program has achieved particularly in relation to 
activities planned and overall objectives, that is the process of determining the worth or significance of 
the project/program. Evaluation is an in-depth study of how the project has contributed to the Project 
Purpose and Overall Objectives. It can be distinguished from monitoring by its broader scope, being 
concerned with whether or not the right objectives and strategies were chosen.

The Project evaluation broadly comprises the evaluation of project outcomes and impacts. Outcome 
evaluation measures the tangible and observable effects of the project activities in the short term in 
order to enable stakeholders to understand whether the immediate objectives are being achieved as 
listed indicators in the results framework. 

7�2�1 Purpose: 

The primary objective of evaluation is to ascertain whether the project has achieved its intended 
objectives. By drawing conclusions, evaluation intends to provide recommendations for the improvement 
on the future course of the project as well as lessons learned for other projects. 

Evaluation is also important to identify the constraints or bottlenecks that hinder the project in achieving 
its objectives. Solutions to the constraints can then be identified and implemented. It also enables the 
project implementers to assess the benefits and costs that accrue to the intended direct and indirect 
beneficiaries of the project. If the project implemented, for example, the protection of a spring, evaluation 
highlights the benefits to the people who fetch and use clean water and the cost to the people whose 
land is wasted and whose crops are destroyed during the process of water collection.

Evaluation is essential for drawing lessons from the project implementation experience and using the 
lessons in the planning of other projects in that community and elsewhere.

Evaluation should provide a clear picture of the extent to which the intended objectives of the activities 
and the project have been realized.
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7�2�2  Types of evaluations 

Project impact assessment can be done periodically, at the mid-term, at the end of the project (final 
evaluation) and years after the completion of the project (post-evaluation).. The key impact indicators to 
be evaluated as indicated in the RF may include indicators such as improved food security situation with 
the residents of the watershed areas, increased household incomes and reduction in the incidence of 
poverty, increased in crop productivity that came as a result of improved soil fertility, enhanced livestock 
productivity, expansion of marketed surpluses and increased cash incomes from crop and livestock 
production,  expansion of on/off-farm income and employment opportunities, increased availability of 
fuel wood and poles for construction, reduced sedimentation in the downstream of the project areas, 
etc.  In addition, there are lists of outcomes that are expected to be achieved within medium time frame 
of the project life. 

For each intervention, the impact assessment process involves capturing changes on the project 
beneficiaries (smallholder farmers) and attributing changes to the interventions. Each watershed based 
intervention is assessed for its impact on project beneficiaries and the environment, which involves 
establishing what change has occurred (if applicable), and determining to what degree the watershed 
management interventions contributed to these changes. After collecting baseline information, impact-
level measurements are conducted at specific times during the project’s period. The project should 
have a flexible approach to measuring impact; each intervention will require varying timeframes (such 
as yield increases and degraded land rehabilitations may require different timeframe). This means that 
the WSM project evaluation should have different type of evaluations in terms of timing and in terms of 
responsibility (who is doing the evaluation). In terms of timing or stage of the project, the following are 
typical types of evaluations

i. Ex-ant evaluation:  An evaluation that is performed before implementation of the development 
intervention. It is an assessment of the project at the beginning of implementation. Though not 
exactly similar, it could be assessing the situation of the project before actual implementation starts. 
The main purpose of conducting this will be to get a clear picture of the pre- implementation 
situation on key project indicators that will form part of the M&E system. 

ii. Biannual Implementation Support Missions: such follow ups and monitoring are usually done jointly 
by different stakeholders such as the donor,  ENTRO, the implementing national agencies with the 
main objective of monitoring of the implementation processes, to timely identify and solve the 
challenges faced, review the status of the indicators/or millstones to support timely adjustment.     

iii. Annual monitoring surveys on short term outcome indicators that may show changes against the 
baseline within short time period. Such surveys are usually done internally by the project staff and 
partners. 

iv. Midterm evaluation on the overall performance of the project by an independent body  

v. Terminal evaluation:  assesses the progress made towards achieving the objectives at the end of 
the project. It is also called as end term evaluation on the overall performance of the project by 
an independent body. The results of such evaluation in addition to the overall performance of the 
project, should indicate the status of each project indicator against its target at different levels; from 
output to final impact.   
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vi. Ex-post Evaluation: A type of evaluation of a project or program usually conducted after it has been 
completed. Its purpose is to understand the factors of success or failure, to assess the outcome, 
impact and sustainability of results, and to draw conclusions that may inform similar interventions 
in the future.  

vii. Different case studies and success stories that should be conducted internally by the project.  

There are also different evaluation types where project follow while conducting the project evaluations. 

i. Internal evaluation: it is an evaluation done by the project itself; either by the project management 
or assigned project staff or unit and /or individual/s reporting to the project can conduct the project 
evaluation which is called “internal evaluation”. This is useful for the project management to take 
timely actions and compile lessons before the project is being evaluated by external bodies. The 
result can also serve as an input for external evaluation. 

ii. External evaluation: An evaluation conducted by individuals or consulting firm free of control by 
those responsible for the design and implementation of the development project to be evaluated. It 
is an independent type of evaluations since the evaluation team or evaluator is independent from the 
project/program management and is not part of subsequent decision-making processes regarding 
the subject of the evaluation. 

iii. Participatory vs Non-participatory evaluation: it is an evaluation carried through involving primary 
and other stakeholders such as the communities, implementers, field staff, donors and other partners. 
Participatory evaluation significantly differs from conventional evaluation in that the community and 
people involved in designing and implementing the project are involved in monitoring & evaluation 
throughout the project life. It helps to build the community’s capacity to track the progress of 
its own development.. Project evaluations which do not fulfill such approaches are generally non-
participatory in nature.  

7�2�3� Monitoring of Assumptions and Risks

It is an evaluation that is conducted collaboratively by more than one partner, example by ENTRO, the 
donor like the World Bank, other bilateral donors, different implanting ministries, regional government 
implementers and project staff on a regular basis. Such approach has been exercised in the two EN pilot 
watershed management projects where the above entities have regularly made joint evaluations.

The monitoring process will be conducted according to the agreed specific requirements of the 
development partners. It is usually called as Joint Implementation Support Missions (JISM)� This approach 
of joint monitoring has been conducted in the EN pilot watershed management project in a regular interval 
usually bi-annually. The joint mission conducts field level observations, identifies key constraints, review 
the status of the targets set for each project target, discusses with the staff of the project coordination 
units and the different implementing institutions. 

Such joint missions provide common understanding about the ongoing implementation situation, actual 
observation in the field & provide opportunities to discuss with beneficiaries. This is important for 
jointly document experiences and provides guidance for decision making on revision of targets and any 
amendments on time avoiding to wait until the midterm evaluation is being made. 
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7�2�4� Key Features of Conventional and Results-Based M&E Systems 

To have common understanding among the stakeholders, it will be necessary to clarify the differences 
between the Conventional and Results-Based M&E Systems so that users of the system will have mutual 
understanding on the two M&E approaches for the intended watershed management projects. 

The conventional implementation-focused M&E system is designed to address for the monitoring and 
evaluation of inputs, activities, and outputs. It focuses to address on compliance questions or issues like 
“Did the needed inputs mobilized? Did the projects undertake and complete the agreed activities? Did 
they deliver the intended outputs? It involves only tracking inputs (finances, resources, strategies), activities 
(what actually took place) and outputs (the products or services produced). It focuses on the following 
issues: 

 X Did they mobilize the needed inputs? 

 X Did they undertake and complete the agreed activities? 

 X Did they deliver the intended outputs?

On the other hand, results-based M&E systems are designed to address the “so what” question. A results-
based system provides feedback on the actual outcomes and goals of project actions. The results based 
M&E combines conventional with assessment of outcomes and impacts. For instance, in an integrated 
watershed management project, the result focused M&E system focuses on issues such as: 

 X Are the seedlings still there after one year? Or have they been grazed by cattle? 

 X Are the traces or other SWC structures still survive after the rainy season?

 X Do farmers maintained those structures by themselves? 

 X Do communities scaled up such activities in their other plots? 

7�2�5� The Evaluation Criteria 

The watershed management evaluation should at least address the following five issue,

i. Efficiency: - were results obtained at reasonable cost, i.e. how well means and activities were 
converted into results, and the quality of the results achieved.  The efficiency criterion concerns how 
well the various activities transformed the available resources into the intended results (sometimes 
referred to as outputs), in terms of quantity, quality and timeliness. Comparison should be made against 
what was planned. 
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In evaluating the efficiency of a project, it is useful to consider the following questions:

 X Were activities achieved at least cost?

 X Were objectives achieved in a timely manner?

 X Was the project implemented in the most efficient way compared to alternative ways?

 X Was input material purchased locally?

 X Where local tenders sought?

 X What was the cost split between expatriate and local salary costs?

ii. Effectiveness: -The degree to which objectives are achieved and the extent to which targeted 
problems are solved.   In contrast to efficiency, effectiveness is determined without reference to 
costs. The effectiveness criterion, concerns how far the project’s results were attained, and the project’s 
specific objective(s) achieved, or are expected to be achieved.

In evaluating the effectiveness of the project, it is useful to consider the following questions:

 X To what extent were the objectives achieved?

 X What were the major issues influencing the achievement or non-achievement of the objectives?

 X Were there shared goals between different implementing agencies (coherence?)

 X Was there evidence of coordination issues influencing achievement of objectives? 

iii. Relevance: – A development project is designed and implemented in order to solve certain problems 
faced by people. The people whose problems are to be resolved are the beneficiaries of the project. 
The relevance of a project is the degree to which their real problems are being addressed by the 
proposed intervention.

In evaluating relevance of project, it is useful to consider the following questions:

 X To what extent are the objectives of the project relevant?

 X Are the beneficiaries identified clearly?

 X Are the problems of the communities described sufficiently?

 X Are the activities and outputs of the project consistent with the overall goal and the attainment 
of the objectives?

 X  Are the activities and outputs of the project consistent with the intended impact and effects?

 X Are the activities appropriate interventions?

 X Is there adequate coverage, by activity, of the affected population?

 X Should the project have been discontinued earlier or should it have been extended?
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iv. Sustainability: - Sustainability can be described as the degree to which the benefits which are 
produced by the project for the communities continue after the project.  It is the likelihood of a 
continuation in the stream of benefits produced by the project after the period of external support 
has ended. For example, the sustainability of a water project would be defined in terms of continued 
clean drinking water and continued reduction of water borne related diseases, rather than the 
provision of water only.

 In order to assess the sustainability of a project one would have to assess the benefits produced 
after the project and compare them with the levels during the project. This could be part of an ex-
post evaluation, and can be combined with other forms of formal impact assessment.

 Technical (technology) issues, e.g. whether (i) the technology, knowledge, process or service  
introduced or provided fits in with existing needs, culture, traditions, skills or knowledge; (ii) 
alternative technologies are being considered, where possible; and (iii) the degree in which the  
beneficiaries have been able to adapt to and maintain the technology acquired without further 
assistance.

 Wherever relevant, cross-cutting issues such as gender equity, environmental impact/sustainability 
should be appropriately accounted for and managed from the outset of the project.

 X Will there be adequate ownership of the project by the beneficiaries?

 X Will women (and other groups) have adequate access to benefits during and after the project?

 X Will the implementing agencies be able to provide follow up after the project?

 X Will the relevant authorities have a supportive policy after the project has ended?

 X Is the technology used appropriate for the local conditions?

 X Will the ecological environment be preserved during and after the project?

v. Impact: The effect of the project on its wider environment, and its contribution to the wider 
sector objectives. Impact evaluation investigates the changes brought about by an intervention.  
The expected results of an intervention are an important part of an impact evaluation, but it is 
important to also investigate unexpected results.  Impacts could be positive and negative, intended 
and unintended, direct and indirect, primary and secondary effects produced by an intervention. 
The expected results of an intervention are an important part of an impact evaluation, but it is also 
important to investigate unexpected results. 

In evaluating the impact of a project, it is useful to consider the following questions:

 X What has happened as a result of the project?

 X What real difference has the activity made to the beneficiaries?

 X How many have been affected?

 X What would have happened if the project did not exist? 
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7�2�6� Case studies and success stories as part of showing evidence at smaller scale  

Case studies are in-depth analyses of particular situation that have successful results at individual or 
watershed community level through adoption of the watershed management interventions and other 
intervention technologies with the aim to show results across a larger set of cases. The case study gives 
the story behind the results by capturing what happened to bring them about and describing why they 
are relevant more generally to the project intervention. 

The purpose: Case studies are used  to show lessons learned from a small group about what works on 
the project or particular interventions of the project among. For instance, cases studies on few watershed 
resident households on their success in increasing their agricultural productivity because of adopting 
new varieties of crops on integrated SWC implemented land. This is used to disseminate experiences 
and lessons to wider watershed communities. A good case study features detailed descriptions of what 
happened and the context in which it occurred, from diverse viewpoints as well as an interpretation of 
events. Case studies generally are written in short pages for wider dissemination and readability.   

Success stories are brief documents prepared for general public consumption that describe the outcomes 
of successful interventions. Success stories follow the same format as case studies but without as much 
analysis or details. They are done for the purpose of highlighting examples of successful interventions. 
They are used to create awareness and increase public support among the stakeholders and the public at 
large. These two are parts of evaluation which are done irregularly by internal staff to show the smaller 
scale project impacts for disseminating the lessons and experiences to the watershed communities for 
wider scale adoption of a particular intervention package of technologies of the project. 



40 Impact Assessment of Eastern Nile Watershed Interventions for Scaling Up

8. Data Collection and Reporting system  

8�1� Introduction 

Reporting is the systematic and timely provision of essential (useful) information at periodic intervals. 
It provides regular feedback that helps organizations inform them and others (stakeholders, partners, 
donors, etc) on the progress, problems, successes and presents raw data and information as useful 
knowledge Reporting should occur during a project life-cycle, be it in the form of a progress report or a 
final report. The format of your report will be determined by who, why and when it is required.

Sufficient and quality data are significantly essential for tracking the performance of the project in general 
and each of the indicators in particular. Lack of data, low & irregular frequency of data collection or use of 
unreliable data will affect to correctly measure the progress of the indicators and general performance of 
the project. The M&E system for the EN watershed interventions should therefore put significant efforts 
in establishing a clear system of reporting, frequency and standard tools towards collecting timely and 
quality project data.

When selecting and agreeing on the indicators, one should give important considerations to how the 
data will be collected, at what frequency through designing standard tools across different levels. Data for 
performance measurement indicators can be collected from a wide variety of sources using a number of 
different methods, each of which comes with its own strengths and limitations. Sources and methods will 
vary in levels of consistency, extent of participation, anticipated validity and in required resources for the 
data collection. The selection of appropriate data collection methodologies and sources should be guided 
by which indicators are most appropriate to measure the results of the watershed management projects. 

8�2� Reporting system 

The Progresses of the watershed should be communicated to key stakeholders through periodic reports. 
Monthly, quarterly, mid-year and annual reports will be prepared based on the agreed reporting formats. 
While, monthly and quarterly reports focus mainly on processes or activities, mid-year and annual reports 
focus on results supplemented with annual monitoring survey on selected indicators, which may not be 
easily captured through the regular reporting system. In each periodic report, both physical and financial 
progresses will be prepared on the basis of the approved work plan and budget.  On top of this, mid-term, 
end line/terminal evaluations and impact assessment reports will be produced and communicated timely 
to key stakeholders of the project.

As mentioned above, just starting from the grassroots structures, both planning and reporting tools are 
designed for different timeframe to ensure the continuous flow of project performance information that 
enable track changes and challenges on time.
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CWT 1 CWT 2 CWT3

DA1/VWT1  /
CF DA2/VWT2 /CF DA3/VWT3 CF

Weekly performance reports of the CWT 

Duties and Responsibilities 
1. CWT: this team is the source of WSM 
information and are responsible to report 
all performance data to the DA/VWT or 
community facilitator . They have to also 
check the quality of the reports at the 
field. 

2. The DA/VWC/CF:  These groups are 
responsible for technical support and  
receive  the WSM activity reports on 
weekly basis from the respective CWTs  
on the format designed. These 
information coming from diff/t CWTs of 
the same village has to be compiled at 
the center  by the “DA coordinator”. This 
compiled report to be sent to the district 
natural resources section where the 
program MIS is placed monthly. The 
DAs and the CFs should should check 
the quality of the reports coming from 
the CWT.
3. The  district watershed team checks  
the quality of the data and approves the 
report. Then the IT/M&E expert  at the 
district office will enter monthly data  into 
the MIS database for each CWT and 
produces report at the required level. 
The will be distributed to different 
different structures according to the 
arrangement. At district level, the DWT, 
the NRM section of the office of agri and 
others will get these reports for timely 
action. 

4. The RPCU after checking the quality 
and consistency of the data, uploads 
into the MIS database at RPCU level . 
After this generates  monthly reports 
coming from the diff/t CWTs/VWTs and 
reports to the regional  bureau of 
agriculture and National coordination 
unit

Duties and Responsibilities 
1. CWT: this team is the source of WSM 
information and are responsible to report 
all performance data to the DA/VWT or 
community facilitator . They have to also 
check the quality of the reports at the 
field. 

2. The DA/VWC/CF:  These groups are 
responsible for technical support and  
receive  the WSM activity reports on 
weekly basis from the respective CWTs  
on the format designed. These 
information coming from diff/t CWTs of 
the same village has to be compiled at 
the center  by the “DA coordinator”. This 
compiled report to be sent to the district 
natural resources section where the 
program MIS is placed monthly. The 
DAs and the CFs should should check 
the quality of the reports coming from 
the CWT.
3. The  district watershed team checks  
the quality of the data and approves the 
report. Then the IT/M&E expert  at the 
district office will enter monthly data  into 
the MIS database for each CWT and 
produces report at the required level. 
The will be distributed to different 
different structures according to the 
arrangement. At district level, the DWT, 
the NRM section of the office of agri and 
others will get these reports for timely 
action. 

4. The RPCU after checking the quality 
and consistency of the data, uploads 
into the MIS database at RPCU level . 
After this generates  monthly reports 
coming from the diff/t CWTs/VWTs and 
reports to the regional  bureau of 
agriculture and National coordination 
unit

DA Coordinator /VWT Coordinator  or Community Facilitator

Weekly monitoring reports to the DA /Village level coordinator/CF

District Watershed Team/ NRM team of the Office of Agri

Monthly reports aggregated from diff/t CWT 

Data Entry into the 
the program MIS

District office of agri / NRM 
team District watershed team  RPCU

NPCU

Regular monthly reports aggregated 

Bureau of Agriculture 

Figure 5: Reporting Process and Information Flows

8�3� Who should be involved in the reporting process?

Different stakeholders are involved in the watershed implementation process. Therefore, these partners 
should be also involved in the monitoring and reporting process. The reporting requirements and 
structures must consider the level in each hierarchy.

For sustainability and ownership purpose watershed communities have to be involved in the reporting 
process as they are involved in the need identification and planning process.  For this, appropriate reporting 
formats which consider the level of communities’ must be prepared. The reporting formats must be 
simple and the reporting frequency should also be short, like weekly or daily as it would be difficult for 
them to recall what has been done in one month or so.  The reports could be routine activities that 
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are carried out during the week like physical activities done during the week on output wise, number of 
people participated (Male &Female), community contribution (labor and local material if any), etc. 

8�4� The Use of the Monitoring and Reporting Findings 

The project monitoring and reporting finds helps for different purposes including for assessment of 
progress and achievements, helps audiences to focus on the results and hence improve subsequent work-
plans, basis for decision making and learning at the project level and communicates how effectively and 
efficiently the project is meeting its objectives. 

The reports serve to inform the project management and other key stakeholders about the status of the 
project performance, and key bottlenecks on time for immediate corrective action. It gives information 
on the status of the project and specific indicators, provides timely information for any challenges 
encountered and clues to the problems, creates opportunities to consider improvements in the projects 
implementation strategies. Hence, the project reporting system should not be established for the purpose 
of simple procedure, but attention needs to be given on how to use the information obtained from the 
reporting system for adaptable project management for timely action.  

Thus using the findings generated from the project results-based M&E and reporting system to improve 
the project performance should be the main purpose of establishing the reporting system. The M&E 
system is not simply to generate continuous information, but to get that information to the appropriate 
users timely so that the performance feedback can be used to better manage the project.  

The information generated can help formulate and justify budget requests and budget adjustment based 
on the performance status of indicators. That means helps to make operational resource allocation 
decisions. The information generated from the routine reporting system can also provide data for special, 
in-depth project assessment or evaluations. 

8�5� Feedback mechanism 

The project performance status must be frequently communicated to the watershed communities 
and other stakeholders. For this a standard communication mechanisms and tools must be designed 
to disseminate the information. The Monitoring and Evaluation system should continuously deliver 
information on results to decision makers at all levels and provide feedback to project stakeholders. 
The feedback mechanism should be set up at the beginning of the project design and belongs to the 
management process as a routine activity. If being used properly, feedback can act as a very helpful tool 
to decision making and public participation. 

As a principle, feedback should flow from within the project at different management levels: field units, 
local stakeholders (implementers), the watershed communities as well as donors. 

There are some forms of sharing findings: 

 X Community feedback: findings can be communicated with the communities which the project targets. 
Most of the communities may not have access to information technology, thus alternative methods 
like meeting, pamphlets, and posters can be used to reach them. 
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 X Presentations and workshops with staff: this approach allows local staff to review the findings to 
ensure that the data being collected and the information being provided to decision makers is still 
relevant, and of maximum utility. 

 X Multi-stakeholder workshops: these can involve beneficiaries, staff, donors, government and others. 

 X Dissemination of reports to different stakeholders, media, posting on web and other mean.  

These methods are important in cross checking the findings, generating new insights, communicating 
results, disseminating experiences and in helping different stakeholders understand various opinions and 
views.

8�6� Use of Standard Templates 

The monitoring system must start by monitoring the degree to which the micro watershed communities, 
villages and districts have applied the principles, approaches, standard templates and methodologies that 
the CBPWDP is supposed to produce. Therefore, at all these levels, must use templates to provide 
a standard method that enables people to engage in the monitoring process. Templates can be used 
to set targets, compare actual results against those targets, analyse any variance between planned and 
actual, assess the wider context in which the projects operate. They have to also indicate any necessary 
actions to keep tracking and guide the management to a successful conclusion. If standard Templates 
are used the results across a number of project locations (CWTs, VWTs, sub-watersheds), sectors and 
countries for the bigger project like the ENWSM can be aggregated and analysed in similar approaches. 
Accordingly, here in this M&E system, standard planning and reporting templates are suggested, but can be 
add, delete some components of the templates to suit to the specific country project’s needs in relation 
to the particular circumstances and its environment. The templates are directly related to the Results 
Framework process: they use the same structure; and the RF process is the source for the planned data 
against which the actual data is compared and analysed.

These templates are ways of standardizing how the planning and achievement data is recorded and 
stored. They are also important for aggregating data from different sources like from different CWS, WS 
and more which are collected in similar process. Reporting needs to be regular, formatted, clear and 
focused and should refer to the results of the project.  To assist this, different templates for different level 
stakeholders are designed, the details of which are discussed here in detail for each.  

a� Community watershed team reporting 

Recording actual performance data within the CWTs should be done daily and be reported within short 
period, for example weekly or at the time when an activity is being done. The templates can be used to 
record events when they happen in the form of notes: at a regular time the notes can be summarized, 
with additional information, within the templates.

The CWT weekly reporting template is designed from the planning format (refer annex 3).

It is designed for communities to lists activities which will come under each of the different outcomes. 
It is designed to get reports from each individual community watershed team since the data entry to 
the database starts for each individual Community Watershed. The reporting templates are simplified 



44 Impact Assessment of Eastern Nile Watershed Interventions for Scaling Up

showing physical activities done during the week on output wise, number of people participated (Male 
&Female), community contribution (labor and in kind/ local materials). The rows left open for the CWT 
to list the activities done during the week, as the activities may differ from one to the other taking the 
wider agro-ecology differences in the basin countries. It is recommended that the WCTs to report 
to the village level structure (the development agent, the project community facilitator or the village 
administration/council) on weekly basis to avoid any problem recording or memory if the reporting 
period is longer. The village level structure is supposed to aggregate all weekly reports from each CWT 
under it and will report on monthly to the district offices or district project coordination unit for data 
entry for each CWT. An option can be made to enter data on village level through aggregating all CWT 
reports within that village. This depends on the situation of each country, with possibilities for data entry 
to be at CW or village level. 

b� Village Level watershed team reporting 

These templates are used to summarize the weekly data for monthly reporting. These could be an 
aggregate of all CW reports at village level if the data entry is chosen at CW level or it is a tool to sum up 
all the four week reports from each CW and report as a village watershed monthly report. It is the DA/
CDF/village administration reporting format to the district project coordination unit. After the district 
coordination unit checks for its consistency/ reliability monthly reports will be entered into the database 
on each community watershed/or village level as it is chosen. 

In regards to its content, indicates monthly achievements, physical &Finance, community labor and in kind 
contribution, total community monetary contribution (labor monetized based on the standard norm in 
each area, local materials to be monetized based on local market price). These will give the communities’ 
contribution towards the projectwhich is one form of enhancing their sense of ownership since they also 
have contributed to the results achieved.  

Since data is entered into the database as this stage, it is the basis to produce different level & period 
reports; monthly, quarterly, Yearly and project period at different levels (output/outcome level, CWT, 
district, sub-watershed, Region …) as it is required to generate report. The quarterly and annual reports 
may have “Report Footers” which indicate any qualitative narratives such as justifications for any deviations 
from the plans, main constraints encountered and lessons learned. 

c� District level reporting 

These templates are similar to the contents of the village level reporting formats. 

d. Periodic reporting system /templates

The reports (monthly, quarter, biannual, annual and others as required are in most cases generated from 
the MIS database with the format content similar to the  above. If the data is properly entered into 
the MIS database, it is simpler to generate reports of any required timeframe including multiple years 
performance, at any levels of required like for any single community watershed, or any required village, 
or any single or multiple district level. 
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8�7� Indicator Performance Tracking Table (IPTT)

What is IPTT? The project performance Indicator Tracking Table (ITT) is a report that tracks progress 
on the indicators included in the project’s M&E Plan and it is part of the Quarterly and annual Reporting 
package used to assess the status of the project indicators. The IPTT includes performance indicators 
(at the impact, outcome and output levels linked to the project performance management framework. It 
outlines indictors with the baseline, target values for each indicator at different reporting period with the 
cumulative, the actuals at each reporting period and cumulative which helps to set forth standards for 
consistent reporting across each project or country  clarifying clear reporting requirements

The IPTT is important element of a comprehensive monitoring and evaluation (M&E) system. It can be 
used to help staff and partners understand better how the project’s M&E data are being used to inform 
project management by providing updated status for each indicator –for the current reporting period 
and the cumulative. The IPTT distills the project’s information into a short concise table format. Such 
updated information on the status of each indicator provides the management for timely revision of the 
targets. It shows where the project stands with regard to its original and revised indicators and shows 
progress achieved towards the indicator targets. The IPTT is a living document that is regularly updated. 
The detail structure of the EN watershed management projects’ IPTT is indicated on Annex 3. 

8�8� Routine Monitoring Through the Results Framework 

The EN WSM Project is guided by a Results Framework, rather than a logframe, that elaborates a set 
of activities linked to a particular main or sub-result. For each indicator, a baseline is set and a target 
provided. When an activity begins, monitoring of progress towards that target begins. This is normally 
tracked on a monthly basis, and reported monthly, quarterly and annually. 

Routine monitoring of the results framework is conducted in tandem with the workplan, checking to 
ensure that each activity area is proceeding as schedule. Routine monitoring and reporting against the 
Results Framework is led by the National M&E Officer, and is included in quarterly and annual reports 
issued by the WSM Project.  
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9. Quality Assurance Procedures of the Watershed  
Management Data 

9�1� Brief introduction 

Data quality means that the information collected and reported adequately represents the Project’s real 
activities. That means that the data reported is accurate and reliable reflecting the Project performance 
at the ground.  The assessment and verification of data will be carried out through developing a standard 
data quality assessment (DQA) tools.  Project data quality monitoring should focus on improving the 
reliability, accuracy, completeness, validity and timeliness of data being collected and reported. 

To be useful for performance monitoring and credible for reporting, data should reasonably meet these 
five standards of data quality: 

1. Validity: Data should clearly and adequately represent the intended result; 

2. Reliability: Data should reflect stable and consistent data collection processes and analysis methods 
over time; and 

3. Precision: Data should have a sufficient level of detail to permit management decision-making; 

4. Timeliness: Data should be available at a useful frequency, should be current, and should be timely 
enough to influence management decision-making. 

5. Integrity: Data collected should have safeguards to minimize the risk of transcription error or data 
manipulation; 

To ensure watershed management data quality, all people involved in the course of the implementation 
should work towards this. This should start from the community watershed teams. The CWT leaders 
should verify the data collected daily from the field. Following this line, the village level development 
agents, the community facilitators and the village watershed teams should also verify the accuracy and 
credibility of the data that is reported by the CWTs. This process should also continue to the district and 
RPCUs and further to NPCUs. 

Such routine data quality assurance (RDQA) should be done at each project hierarchy to ensure its 
quality and consistency. This assessment should incorporate all project reports including the routine 
SWC related activities, economic interventions, infrastructure, capacity building activities and others that 
are reported for measuring the progress of each WSM intervention indicators. In addition to the quality 
of the reported data, the quality assessment should, especially for the physical SWC activities it also 
consider the quality of the design of the activities, the actual implementation process of the activity, the 
operation / management of the activity, the output(s) of the activity and the outcome(s) of the activity. 

9�2� The quality Assurance Monitoring at different levels

The quality assurance monitoring visits by the district, project coordination units and regional teams 
would be a broad-based quality assurance check not just on the reports and the activities implemented but 
also on the full Community Based Participatory Watershed Development Planning (CBPWDP) process 
and implementation. The quality assurance would take the form of a participatory visit to community 
watersheds and thereafter monitor the individual activities implemented in the community watersheds. 
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LEVEL 5: Biannually Regional Watershed 
Team/NRM /RPUC

LEVEL 2:  REGULARLY: village level 
Continuous Assessment

LEVEL 1: continuous community, 
assessment of the implementation process

LEVEL 4: QUARTERLY any middle 
structure-like Zone NRM, ZWT

LEVEL 3: QUARTERLY: District / 
NRM, DWT/DPCU, other Relevant 

Technical staff

Results would 
be passed to 
RWT/RPCU

Results would 
be passed to 

middle structure  
like Zones in 

Eth case

Community 
would signal 
problems to 

the any other at 
village structure 

ACTIVITIES Implemented 
from the CBWDP

Direct Evaluation

Feedback Loops

Figure 6: Field level Quality assurance procedures
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The questionnaire to be used for the quality assurance should be kept as simple as possible and would 
consist of a series of checklists to determine:

 X The existence, composition and functionality of the CWT

 X The extent to which the CWT have participated in their community watershed plan, 

 X The participation of the different groups during planning, 

 X If they also followed their action plans in implementation of the community watersheds, 

 X Check the CWT reports against what is reported and available in the district database 

 X If they have any standard reporting formats, frequency and procedures, 

 X Any problems that may have arisen during implementation

 X The quality of :

 X The CBPWDP planning process

 X The problem / intervention identification

 X The implementation of the CWDP

 X The actual outcomes-to-date from the CWDP

These are some of the issues to be considered in ensuring the quality of the data, but can further be 
enriched based on the context. 

As indicated in the diagram above, there should be further quality assurance monitoring undertaken by 
district watershed team members and the natural resource management section of the district office of 
agriculture,  and regional teams/NRM secton with the participation of the relevant DA’s/CDFs working in 
those watersheds and communities. The selection of community watersheds to be visited by the different 
quality assurance teams should be coordinated in order to ensure that the quality assurance is performed 
on as many different types or categories of community watersheds as possible and to ensure that as many 
community watersheds as possible are visited during the planned lifetime of the project. 

The quality assurance system should be conducted regularly as the time frame indicated in the diagram 
above. The district teams have to check the quality of the watershed performance at least in every three 
months in addition to the routine technical support visits made by the concerned experts. 

Similarly, the Regional technical team will also undertake similar participatory quality assurance monitoring 
biannually in addition to the closer follow up and the routine technical supports. The monitoring process 
should address at the following issue, but can farther be developed according to the situation; 

 X The existence, composition and functionality of the CWT

 X The extent to which the CWT have followed the CBPWDP guidelines in the preparation of the 
CWDP  

 X The CBPWDP planning process

 X The technical quality of the different WSM activities
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 X The implementation of the CWDP and any  in the WSM activities, etc. 

 X The problem / intervention identification

 X The implementation of the CWDP

 X The actual outputs and outcomes produced as planned and from the CWDP

 X Timely implementation as planned

 X Required inputs received and appropriate

 X The operation / management / the existence of maintenance and other issues that may come out 
from the specific nature of the community watershed should be considered in the quality assurance 
monitoring project. 

To facilitate the RDQA, the follow tool developed. The tool helps to capture the findings during field 
verification against what is reported, the main reasons for the discrepancy if any, recommendations for 
future improvement.

Table 6: Routine Data Quality Assurance (RDQA)Tool

BACKGROUND INFORMATION – RDQA

Type of activity RDQA is being conducted    

Place  where verification is done (CWT,  Village, District, Regions

Date of verification visit

Name of implementer (field staff for WSM activities,  district/region  offices,  etc)

Indicator Reviewed:

Reporting Period Verified

Assessment Team/ person 
Name Title
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Part 1:   Data Verifications

A - Documentation Review:

Review availability and completeness of all indicator source documents for the selected reporting period.

1
Review available source documents for the reporting period being 
verified. Is there any indication that source documents are missing?

Yes/No

Any explanation: 

Ex. Copy of the weekly 
reports not available, 
lists of other activities, 
beneficiaries, etc

If yes, determine how this might have affected reported numbers.

2 Are all available source documents complete? Yes/No

If no, determine how this might have affected reported numbers.

3
Review the dates on the source documents.  Do all dates fall within the 
reporting period?
If no, determine how this might have affected reported numbers.

B - Recounting reported Results:

Recount results from source documents, compare the verified numbers to the reported numbers and 
explain discrepancies (if any).

4
Recount the number of events such as area covered by SWC activities, planted 
with seedlings, range land restricted from free grazing, people participated, etc 
during the reporting period by reviewing the source documents. [A]

5
Enter the number of events, people, mentioned above reported by the site 
during the reporting period. [B]

6 Calculate the ratio of recounted to reported numbers. [A/B]

7
What are the reasons for the discrepancy (if any) observed (i.e., data entry errors, 
arithmetic errors, missing source documents, other)?

C - Cross-check reported results with other data sources:

Cross-checks can be performed by examining separate inventory records such as the No. of actual area treated with 
different interventions, etc during the reporting period to see if these numbers correspond to the reported results.  
Other cross-checks could include, for example, randomly selecting  some community watersheds or micro watersheds 
and verifying if  the NRM activities are  carried out according to the reports, with the standard quality, etc.

8 List the documents used for performing the cross-checks.

9 Describe the cross-checks performed.

10 What are the reasons for the discrepancy (if any) observed?

Part II - Data-collection and Reporting Forms and Tools Yes/No Explanation:

1
Do the field teams and implementing partners have a good 
understanding of how to complete the data collection and reporting 
forms/tools, the data entry etc.

2
The Programme tools/templates are consistently used by the reporting 
body, including the communities.

3
The data collected has sufficient precision to measure the indicator(s) 
(i.e., relevant data are collected by sex in each CWT, etc.



51Watershed Management Result Based Monitoring and Evaluation System

Part 3:   Recommendations for the reporting agencies; districts/regional PCU, NPCU, 
other implementing Partners, etc

Based on the findings of the reporting systems’ and the reported data at different levels, describe any 
challenges to data quality identified and recommended strengthening measures. 

Identified Weaknesses
Description 

of Action 
Point

Responsible(s)
Time 

Line

1

2

3

10. Sustaining and institutionalization of the RBME

10�1� Brief background 

Sustainability can be achieved only when all stakeholders are able to and motivated enough to own and 
use the system and carry out M&E by themselves. It is an expression of how well organizations have 
adopted the new process. It is an ongoing process in which a set of activities, structures and practices 
become an integral part of an organization for its day to day activity.

Institutionalization of participatory M&E system is thus possible if it is well accepted and used as an 
important decision making tool by implementing institutions and individuals. It begins with the adoption 
and practicing of the system by institutions as part of their routine activity. This typically occurs when the 
new M&E system is designed to address critical gaps within the ongoing practices.  When the new system 
is get accepted and used across the sector at different structures from the grassroots to higher level 
and help to generate adequate information, eases the daily routine management practices and decision 
making process, then it is said to be internalized by all individuals and different levels of the institution. 
There should be an effort to be made for the M&E practice to become more of a necessary tool within 
the organization for ensuring the participation of stakeholders including the community in the course 
of the development process. For this to happen, the focus will be increasing the capacity of institutions 
and communities working with watershed M&E related issues at all levels to further incorporate and 
institutionalize in their routine development process.

The existing M&E process of the agricultural sector has been criticized for not systematized, not 
institutionalized, not participatory and so that not able to meet the required level of information that is 
necessary for evidence based decision making and planning.

In addition to lack of professionals with M&E and project cycle management skills, particularly in the 
lower structures of sector offices, absence of well-functioning, institutionalized and responsive M&E 
System, that can able to provide sufficient and time series data. Involvement of communities in the 
reporting and monitoring is not systematized.
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10�2� Institutional arrangement

As the watershed management intervention requires multi sectoral approach, different institutions 
and agencies will be involved in the implementation of the watershed management activities, though 
there is leading sector in the process. The ultimate success of the project nevertheless relies upon the 
communities’ willingness to participate in all the implementation process and sustain the outcomes of 
the project. The project therefore will be based upon a participatory process at village and sub-village 
(community watershed) level with close technical support by the district and higher level institutions that 
have a stake in the implementation of the different components of the watershed management process.  
To ensure overall quality, to identify possibilities for subsequent replication and continuity and to provide 
a central leadership for the overall project management the regional administration or regional state level 
institutions have key role. Oversight will be maintained at national level to provide an interface with the 
wider watershed development process. 

The framework embodies the principles of separation of oversight, implementation and accounting, as 
well as the necessary engagement of the different levels of the Federal Government in appropriate 
ways. At regional states level the Agencies that are responsible in the area of Agriculture and Natural 
Resources can play the leading role in the institutional arrangement. Other institutions will be members 
of the steering committees based on the components that could be included in the WSM intervention in 
line with the communities needs and priorities such as administration offices, the water sector, irrigation, 
road, health, education, micro finance institutions who can play important roles in facilitating access 
to credit for income generating activities for the watershed communities particularly for women and 
landless youths who wants to engage in income generating businesses. Such structures will be functional 
at different levels; federal, regional states, districts and villages. 

While we come to the specific institutional arrangement, different countries within the EN may have 
different arrangements that are responsible for the implementation of the watershed interventions. Here 
to guide partners for the need to clearly identify the right type of institutional arrangement and clearly 
show the roles and responsibilities of each while design the watershed management project, a standard 
structural arrangement and the roles and responsibilities of each indicated. Countries are expected to 
identify and clearly put the right institutional arrangement in their context. 

As explained though different countries may have different arrangements, the following could be the 
general structure that the watershed management implementation may follow. 

Table 7: Summary of Key Roles and Responsibilities for the different level stakeholders

Level Key institution Summary of functions /roles 

Sub-village 
level 
(micro 
watershed)

Community watershed 
Teams

-self-help groups (SHG), 

-user groups (UGs)

 X Participate in the delineation of the CWS

 X Ensure the participation of the CWS residents in the 
process

 X Prepare CWS plan and CAPs with active participation of 
the community 
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Level Key institution Summary of functions /roles 

 X Mobilise local resources for the implementation 

 X Report to the village level institutions on agreed 
timeframe 

Village level

Village  watershed  
Dev’t committees 
(VWDC), different UGs 
and SHGs, village level 
project& government 
staff 

 X Ensure watershed planning is organized in each CWS ,

 X Set priorities based on needs and watershed logic

 X Coordinate interventions that concern more than one 
CWS or two villages

 X Responsible for resources allocation

 X Assist in targeting and quality control

 X Settle disputes and provision of support on specific issues 
like land certification.

 X Provide overall guidance on watershed management 
requirements

 X Assist communities in monitoring and evaluation, 
compilation of reports, training and organization of field 
days and experience-sharing 

 X Hold a regular meeting to review progress made.

 X Report to the district on the progress on agreed 
timeframe 

District 
level

District Watershed 
team, DPCU, PSC

 X Participate in the selection and prioritization of 
community watersheds 

 X Ensure coordination between CWS/planning teams 
during planning, implementation and M and E 

 X Organize orientation, technical support and training of 
village staff

 X Assist village staff during watershed plan preparation

 X Collect and review watershed plans, prepare district level 
aggregated watershed plans, 

 X Assist coordination between different community 
watershed plans, 

 X support in mobilizing and coordinating resource 
requirements (of the community, government, external 
support, and others) for implementation of watershed 
plans
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Level Key institution Summary of functions /roles 

 X Create  synergies between the different key stakeholders 

 X Ensure timely result-based monitoring and annual/by-
annual review of watershed plans 

 X  And other issues for the proper implementation of the 
watersheds 

 X Data entry, generate reports and disseminate to the 
project office and others on agreed timeframe 

Regional 
state

Regional watershed 
technical team, RPCU, 
RPSC

 X Provide technical support to district and village level staff 

 X Oversight on the project performance in accordance with 
the project arrangement 

 X  Approval and compilation of  work plans, budget 
allocation,  etc

 X Data entry  data management and reporting to higher 
level

 X Overall coordination, work on wider dissemination of 
activities & approaches 

 X Technical guidance and quality assurance 

 X Allocation & disbursement of government funds 

 X Monitoring, field level performance assessment, 

Federal 
FPCU, Federal level 
stakeholders,  FPCU

 X Coordinate between ministries, financing institutions, 
others like ENTRO

 X Technical support regional states, 

 X Oversight of financial allocations and utilization 

 X  Allocation and disbursement of government funds 

 X Monitoring of project performance 
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National level
 

 National Project Steering Committee
 

 National Project Coordination Unit
 

Regional State  level 
 

 Regional Project Steering Committee
 

 Regional Project Coordination Unit
 

 District Steering committee
 

 District Watershed Team
 

Village  and Community  level 
 

 Village Watershed committee
 

 Community Watershed Community
 

 Community groups
 

District Level

Figure 7: Institutional Arrangement for program project management

10�3�  Expected Challenges and Measures to be taken for the Well-
Functioning & Sustaining the Project Results Based M&E system

Though the results of monitoring and evaluation of any development intervention is evident for their 
contribution to the effectiveness, facilitating leaning and knowledge generation, timely correction and 
adjustment of the implementation process, usually is encountered with multiple challenges. These 
challenges usually made difficult for the projects to become effective and generate the intended results. 
Though the challenges may differ from one project to the other due to the specific nature of the projects, 
the most common ones included; 

1. Capacity and Resources for M&E: lack of technical capacity for M&E which is well supported with 
technologies. The project M&E system must be easy, adaptable to the existing manpower skills and the 
technology. It must be easy, manageable by internal staff and can scaled up for sustaining the system. 
While designing the project M&E system, it must take into account the available hum resources, the 
skills and the technology. It should not be sophisticated that depend on the inputs of the external 
experts for longer period of time. 

2. Lack of expertise or experience in the M&E system and high staff turnover is another challenge,
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3. Lack of strategies to involve different stakeholders and the watershed communities to conduct 
and institutionalize participatory M&E system. Sometimes, the planning, monitoring and evlaaution 
activities may be non-participatory which do not involve the different stakeholders and the 
communities which does not result in a good project management.  

4. Inadequate finances; usually enough budget is not allocated for M&E component of the projects 
that affect to do the M&E activities properly, generate the required information, affect projects to 
have enough human resources who are technically capable for running good level of monitoring and 
evaluation to timely inform the management. Sometimes lack of finance may insist projects to have 
limited staff with less experience,  

5. Gaps in M&E technical knowledge among the project staff and management. 

6. Lack of strategies for sustaining and scaling up of developed project M&E system through compiling 
best experiences and adjusting to the specific project nature (overall goal, components, indicators, 
etc). While building new M&E system must clearly identify the existing M&E systems to build upon it 
and scale up those experiences rather than starting new

7. Lack of interest from the project management and higher bodies. There are many political, institutional, 
and technical challenges in building results-based M&E systems. 

8. Lack of data trust, usually to conduct impact level evaluations which require additional information 
to be collected out of the regular project data 

9. Lack of baseline data to set the project targets and to correctly track the project contribution. 
Therefore, to get the right information on the contribution of the project, baseline data must be 
known and if not adequate resource must be allocated for conducting baseline survey. 

Therefore, to overcome these challnges, different institutionalization measures must be taken to ensure 
the participation and ownership of the community, building the capacities of the different stakeholders 
at different levels. Such intervention will enhance participation, sense of ownership, and finally sustain the 
results. 

1. The system must be easy to manage that considers the existing technological skills and available hum 
resources in the government offices 

2. Well-designed Awareness Raising at different levels using different tools that can easily reach, especially 
to the watershed community. The awareness raising tasks should focus on alarming the intensity of 
the degradation, about the watershed interventions to reverse the problems, the ultimate objectives, 
the expected results and their roles in the WSM implementation.   

3. Capacity building at all levels: As mentioned above, one of the critical constraints are capacity gaps 
at different levels; both system and human capacity gasp. Addressing this through establishing a well-
functioning and user friendly M&E system should be a priority with capacitating staff to properly 
manage so that delivers the intended result. Human capacity building to ensure the intended MIS and 
Geodatabase supported M&E system to generate the required information and be used at all levels. 
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3.1. Capacity Interventions at Grassroots Level

 X Capacity Building at the Community Level; community watershed and village levels,

 X Work towards Strengthening and Sustaining Grassroots Level Institutions such as CWT, 
UGs

 X Promoting Community Involvement in Routine Monitoring Activity:  Regular discussion 
forums must be agreed by community leaders and the whole community to assess 
progresses, constraints and approval of plans. In the community monitoring and discussion 
process, attention should be given to record comments about good lessons and constraints 
that would help communities for learning, encouraging their participation and capacity 
building. In this process communities need to recommend solutions, identify good lessons, 
negative effects that may occur. Such process should be facilitated by the staff at village level 
until the communities take this as a routine activity. 

 X Harmonizing Village Level Planning, reporting and M&E Arrangements. For this to happen, 
the new system should be designed in the way to satisfy the needs and demands of the 
different stakeholders. 

3.2. Capacity building in terms of skill development to ensure the well-functioning of the planning 
procedures, the data entry into the MIS database, report generation and M&E system at all 
levels. 

3.3. Enhance Skills and Knowledge on Computer operation and MIS/Database management. The skill 
gap is expected, especially at the lower structures and focused training and continuous follow 
up may be required through proper assessment of specific skill gaps. 

3.4. Familiarising the contents the Planning and Reporting Formats to all Staff and community 
leaders to properly use and standardize the whole planning and reporting processes and the 
information flow. 

3.5. Availing Basic Working Facilities, especially for the field staff and district level offices, 

3.6. Establishing the Right Organizational Structure and Staffing Solution at district offices

3.7. Develop guidelines and manuals for routine use.  This is important to institutionalize the system, 
avoiding depending on few individuals. This is important in a situation where there is high staff 
turnover which constrained the continuity or transfer of knowledge among all staff. In addition to 
practical training for the existing staff, guidelines and manuals will help to transfer the approach 
to other staff members.

3.8. Allocation of adequate budget for the well-functioning  and sustaining the Results-Based M&E 
system

4. Promote Internet Based Report Exchange from the districts 

5. Strengthening District and Village Level Committees

6. Will and Demand from Government offices for MIS/Database M&E System
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11. Communicating the Project Monitoring and Evaluation 
Results/findings 

Monitoring and Evaluation should be closely linked to decision making processes at all levels and provide 
feedback to project managers, sector leaders and the community on the performance of the project. 
Therefore feedback process is one crucial element of the M&E system. 

The feedback mechanism should be set up at the beginning of the project design and belongs to the 
management process as a routine activity. If being used properly, feedback can act as a very helpful tool 
to timely decision making and corrective action in case of any deviation in the implementation process. 

As a principle, feedback should flow within the project implementation and management structure 
at different levels: watershed community committees, field units, local stakeholders (implementers) 
and project management/RPCUs as well as donors (management). The implementing units provide 
data and information to higher levels about the progress, achievements, difficulties encountered and 
recommendations. Decision makers in turn, compile, aggregate with other information, analyze and send 
their comments back to the implementers regarding solutions, implementation approaches and targets 
of activities to the planned objectives and suggestions for changes. 

All the feedback is to be compiled to contribute to project adjustments if necessary. The results and 
findings should be disseminated broadly. The M&E systems should disseminate results to all concerned 
bodies, including the watershed communities that may help to actions in terms of revising the target, 
more proactive mobilization of the communities, sensitize implementers to timely take actions for the 
any gaps encountered, etc. 

There are some forms of sharing findings: 

 X Community feedback: findings can be communicated with the community watershed committees, 
village development councils, local women’s organizations, implementing agencies, environmental and 
other groups which the project targets. In case of communication means, alternative methods like 
meeting, pamphlets, and posters can be used to reach wider audiences. 

 X Presentations and workshops: at the lower structures like district level, the RPCU can facilitate such 
kind of workshops once in a quarter or biannually. In such forums the RPCU can bring all district 
implementers together and discuss good performing and bad performing districts to learn one from 
the other. Such common workshops will be supported with field visits to see actual results in the 
field. This good experience was done in Tana Beles project and has immense implication, especially in 
the NRM interventions as one important mechanism to disseminate lessons. The workshops could 
be done turn by turn in each of the project districts.  

 X Multi-stakeholder workshops: these can involve beneficiaries, staff, donors, others.  

 X Dissemination of reports to the policy makers, program manager, general public, media and academics 
through the press or by posting on the web. 
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In addition to these, different communication tools can be used for disseminating the M&E results of the 
watershed management projects across the EN countries and the choice of the tools can depend based 
on the specific situation of each country and availability of the tools. Communication and dissemination 
activities that can commonly being used are: 

 X Grass root level events

 X Public display

 X Banners

 X Local FM radios

 X Leaflets

 X Brochures

 X Project websites 

 X Project reports

 X Quarterly workshops

 X Biannual /annual project workshop

 X Presentations at different national and 
international forums

 X Case studies

 X Success stories

These methods are important in cross checking the findings, generating new insights, communicating 
results and in helping different stakeholders understand various opinions and views. Beyond, M&E results 
will be well fed back to policy makers if they are used in formulating policy.
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13. ANNEXES 

Annex 1: Watershed Results Framework

Easter Nile Technical Regional Office (ENTRO): Watershed Results Framework 

# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection

IMPACT

I.1

Sustainable livelihoods and 
natural resources  improved  
in the Nile-Basin through 
community participation

1.1
Per capita income growth of   
HHs in the watershed areas per 
annum

%

Beginning 
year 

National 
income data 

…% 
to..%

Household Income and 
Consumption Surveys;

HH survey 

National 
Statistics 
Agencies/ 
Surveys by the 
projects

1.2
Population below poverty line 
continues to fall during the 
project period  per annum; 

% “ …%
Household Income and 
Consumption Surveys;

HH survey 

National 
Statistics 
Agencies /
Surveys by the 
projects 

Suspended sediment load in 
targeted watersheds reduced 

 %  BLS TBD 
Project progress and 
completion reports;

 Sample 
sediment 
analysis 

 project



62 Impact Assessment of Eastern Nile Watershed Interventions for Scaling Up 63

# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection

I.2

Improve the livelihoods, 
food security and economic 
wellbeing  of farmers, herders 
and forest resource users in 
the watershed /in the NB

2.1
Per cent of HHs who claim 
improvement in their food 
security and livelihood  

#
Same as 
above + 
project BLS 

TBD HH surveys  HH survey  Same as above

# of food insecure HHs  in 
normal year reduced 

% “ TBD HH survey Same as above

 2.2
Increased in Household income 
in the Project areas in real 
terms 

%
Gov't 
statistics 

TBD
Household Income and 
Consumption Surveys;

HH survey 

Gov't statistics 
agency/ Project 
progress & 
completion 
report

OUTCOMES

I Outcome 1: Natural Resources Investments

O.1
Improved Management of 
Natural Resources in the 
Project Watersheds

1.1

 Cumulative hectares of 
watersheds with improved NRS 
management (area covered with 
SWC activities, afforestation, 
etc) in diff/t land uses in the 
project watershed areas 

ha BLS TBD
Project annual reports, 
mid term and final 
evaluation reports

Project 
progress 
reports 

Project 
implementation 
units 

1.2 
Total individual and communal 
land area managed under a 
catchment management system

ha BLS TBD
Project annual reports, 
mid term and final 
evaluation reports

Project 
progress 
reports 

Same as above 

 1.3

Number of HHs who adopted 
Improved SWC practices on 
their private land in targeted 
watersheds 

# BLS TBD Project surveys   Same as above 
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection

 
O.2

Sustainable land and water 
management practices in 
agricultural lands adopted

2.1 

Land area restored or 
reforested/ afforested on both 
individual and communal land 
(farmland, forest, area closure 
and grassland

ha BLS TBD
Impact Study,  Annual 
project  reports/ MIS 
database/documentation

HH survey & 
regular reports 

Same 

2.2
Area under increased use of 
efficient water harvesting and 
land conservation technologies.

ha BLS TBD
Impact Study,  Annual 
project  reports/ MIS 
database/documentation

HH survey & 
regular reports 

Same 

 2.3
land Area put under sustainable 
grazing and forest systems

ha
BLS/ Gov/t 

data
TBD Same as above Same as above Same as above

 2.4

All  community and government 
forests within the targeted 
watersheds are conserved in 
their entirety 

ha 
 Gov’t 

agency data
Entire 
forest  

Same as above  Regular report  Same 

2.5 
Land area with sustainable and 
climate-smart/resilient land 
management practices (ha)

ha BLS TBD  Same as above 
 Regular 
reports 

 Same 

2.6
Increased area under irrigation 
in the project Watershed Areas 

ha BLS TBD
Project reports/MIS 
database 

survey Project unit

O.3
Enhance tenure security of 
smallholder farmers. 

3.1
% of HHs who claim  tenure 
security in the watershed areas  

% BLS TBD
Project reports/MIS 
database 

survey Project unit

3.2
# of HHs who  benefitted from 
increased land tenure security 
(aggregated by gender 

# BLS TBD
Project reports/MIS 
database 

survey Project unit

3.3.
Number of parcels of individual 
land/communal land covered 
with geo-referenced maps (#) 

# BLS TBD
Project reports/MIS 
database 

survey Project unit
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection

3.4

Area of individual/ communal 
land issued with geo-referenced 
map-based land certificates (ha 
and # of certificates) 

ha BLS TBD
Project reports/MIS 

database 
survey Project unit

II Outcome 2: Agricultural production and Productivity  

Sustainable Watershed 
Management resulted in 
increased crop production, 
productivity and marketing 
of agricultural produce and 
improved pasture management, 
livestock productivity and 
veterinary services

Increased production /
productivity of major crops in 
the watershed areas 

Qt/
ha/

Gov't stat/ 
pro. survey

TBD
Impact Study,  Annual 

agri surveys
 Survey  Project unit 

Income from crop production 
increased 

% as above TBD
Impact Study,  Annual 

agri surveys  
 Survey  Project unit 

Increased Area put under 
irrigation  and high value crops 

ha as above TBD
Impact Study,  Annual 

agri surveys  
 Survey  Project unit 

2.4
Livestock milk productivity 
increased

lit/
cow/

yr

Gov't 
statistics/ 
pro.survey

TBD Annual Agri. Survey HH survey Same 

Value of Livestock & Livestock 
products sales (, in real terms) 
increased 

% as above TBD Annual Agri. Survey HH survey Same 

Incidence of preventable 
livestock diseases in the 
targeted watersheds reduced

% as above TBD Annual Agri. Survey HH survey Same 

Outcome 3: Diversity of income sources enhanced in the watershed areas

Improved livelihood of the 
watershed communities with 
diversified income generating 
sources.

Number of people engaged in 
income generating enterprises 
in the targeted watersheds

#
BLS/gov’t 

stat 
TBD Project reports, 

Surveys,  progr. 
Report 

 Project unit
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection
Increase in HH income from 
various IGAs in the watershed 
areas 

% BLS TBD Project reports, 
Surveys,  progr. 

Report 
 Project unit

Amount of money disbursed 
from MFIs/financial institutions 
/saving-credits  for organised 
groups 

am 
ount

as above TBD
MFI reports, Program  

progress reports or MIS 
data

 Project reports  Project unit 

Outcome 4: Promote Social and Economic infrastructure   in the targeted watersheds 

Increase in community 
infrastructure in targeted 
watersheds

Access to potable water 
sanitation coverage increased in 
the project areas

% BLS TBD

project reports, MIS 
database, project impact 

evaluation reports, 
agency report

Surveys, agency 
reports 

 Project unit

Improved access to markets, 
inputs and social services in 
targeted watersheds 

% BLS TBD

project reports, MIS 
database, project impact 

evaluation reports, 
agency report

Surveys, agency 
reports 

 Project unit

Level of reduction in the level 
of community disputes cases 
due to construction of livestock 
routes 

% BLS TBD

project reports, MIS 
database, project impact 

evaluation reports, 
agency report

Surveys, agency 
reports 

 Project unit

Improved access to educational 
and health services / facilities in 
targeted

Increased coverage in primary 
education service in the 
watershed areas 

% BLS  TBD
project reports, MIS 

database, project impact 
evaluation reports 

Surveys, agency 
reports 

 Project unit

Primary health care service 
coverage  in the watershed 
areas increased

 % BLS  
project reports, MIS 

database, project impact 
evaluation reports 

  



66 Impact Assessment of Eastern Nile Watershed Interventions for Scaling Up 67

# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection

Enhanced institutional and 
organizational capacity 
for efficient planning and 
implementing of CWM

The technical capacities of the 
local Watershed Management 
staff and institutions built to 
develop appropriate WSM 
planning and implementation

# BLS TBD
project reports, impact 

evaluation reports 
Project reports, 
MIS database

 Project unit

Appropriate local level WSM 
institutions built and functional 
for the sustianble management 
of the watersheds  

# BL TBD
project reports, impact 

evaluation reports 
Project reports, 
MIS database

 Project unit

Farmers’ and village level staff 
satisfaction with trainings given 
on sustainable land management 
and able to apply the skills and 
knowledge gained

# BLS  satisfaction surveys HH survey Project 

Suitable  CWM Guidelines  
that are adaptable to the local 
conditions developed and 
functional 

#

Develop and make functional 
WS Management Information 
System (MIS) and M&E system 
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of Verification
Data Source/      
Methodology

Responsibility 
for Data 

Collection

Outputs

Natural Resources Management

1.1.

Community Based 
Participatory Watershed 
Development Plans  
(CBPWDP’s) and Community 
Action Plans (CAP’s) prepared 
in each micro-watersheds

1.1.1
CBPWDP’s and CAP’s prepared 
for all community watersheds in 
the project area 

#

 1.2
Institutional capacity at the 
community level established 
and functional 

 1

No. of grassroots level 
watershed management 
institutions  established and 
functional 

# as above TBD
project reports, MIS 
database, project impact 
evaluation reports 

  output

To be continued 

Note:The details of outputs in each outcome and activities in each output will be listed based on the specific context of the EN projects at project 
design time. This template is to guide and show the standard structure. 
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Annex 2: Watershed Management Implementation Plan

Easter Nile Technical Regional Office (ENTRO): Watershed Management Implementation Plan 

# Indicators Unit Baseline
End of 
Project 
Target

Year 1
YR2 YR3 YR4 YR5

Q1 Q2 Q3 Q4

1.1
Per capita income growth of   HHs in the watershed areas per 
annum

%
Beginning year 

National income 
data 

…% to..%

1.2
Population below poverty line continues to fall during the project 
period  per annum; 

% “ …%

Suspended sediment load in targeted watersheds reduced  %  BLS TBD 

2.1
Per cent of HHs who claim improvement in their food security 
and livelihood  

#
Same as above + 

project BLS 
TBD

# of food insecure HHs  in normal year reduced % “ TBD

 2.2 Increased in Household income in the Project areas in real terms % Gov't statistics TBD

# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of 
Verification

Data Source/      
Methodology

Responsibility 
for Data 

Collection

OUTCOMES  fire belts

 I Outcome 1: Natural Resources Investments  

O1

Improved Management 
of Natural Resources 
n the Project 
Watersheds

1.1

 Cumulative hectares of 
watersheds with improved 
management (area covered with 
SWC activities, afforestation, etc 
) in diff/t land uses in the project 
watershed areas 

ha BLS TBD
Project annual reports, 

mid term and final 
evaluation reports

Project 
progress 
reports 

Project 
implementation 

units 
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of 
Verification

Data Source/      
Methodology

Responsibility 
for Data 

Collection

1.2 
Total individual and communal land 
area managed under a catchment 
management system

ha BLS TBD
Project annual reports, 

mid term and final 
evaluation reports

Project 
progress 
reports 

Same as above 

 1.3

Number of HHs who adopted 
Improved SWC practices on 
their private land in targeted 
watersheds 

# BLS TBD Project surveys   Same as above 

 
% of HHs who claim  tenure 
security in the watershed areas  

% BLS TBD Project surveys HH survey Same as above 

 
# of HHs who  benefitted from 
increased land tenure security 
(aggregated by gender 

# of 
HHs

BLS TBD Project surveys  Project report  Same as above 

Sustainable land and 
water management 
practices in 
agricultural lands 
adpted

Land area restored or reforested/ 
afforested on both individual and 
communal land ( farmland, forest, 
area closure and grassland

ha BLS TBD

Impact Study,  Annual 
project  reports/ 

MIS database/
documentation

HH survey & 
regular reports 

Same 

land Area put under sustainable 
grazing and forest systems

ha
BLS/   Gov/t 

data
TBD Same as above Same as above Same as above

All  community and government 
forests within the targeted 
watersheds are conserved in their 
entirety 

ha 
 Gov’t 

agency data
Entire forest  Same as above  Regular report  Same 

Land area with sustainable and 
climate-smart/resilient land 
management practices (ha)

ha BLS TBD  Same as above 
 Regular 
reports 

 Same 

Increased area under irrigation in 
the project Watershed Areas 

ha BLS TBD
Project reports/MIS 

database 
survey Project unit
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of 
Verification

Data Source/      
Methodology

Responsibility 
for Data 

Collection

II Outcome 2: Agricultural production and Productivity 

Sustainable Watershed 
Management 
result in increased 
crop production, 
productivity and 
marketing of 
agricultural produce 
and improved pasture 
management, livestock 
productivity and 
veterinary services

Increased production /productivity 
of major crops in the watershed 
areas 

Qt/ha/
season

Gov't stat/ 
pro. survey

TBD
Impact Study,  Annual 

agri surveys  
 Survey  Project unit 

Income from crop production 
increased 

% as above TBD
Impact Study,  Annual 

agri surveys  
 Survey  Project unit 

Increased Area put under 
irrigation  and high value crops 

ha as above TBD
Impact Study,  Annual 

agri surveys  
 Survey  Project unit 

Livestock milk productivity 
increased

lit/cow/
yr

Gov't 
statistics/ 
pro.survey

TBD Annual Agri. Survey HH survey Same 

Value of Livestock & Livestock 
products sales (, in real terms) 
increased 

% as above TBD Annual Agri. Survey HH survey Same 

Incidence of preventable 
livestock diseases in the targeted 
watersheds reduced

% as above TBD Annual Agri. Survey HH survey Same 

Outcome 3: Diversity of income sources enhanced in the watershed areas
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of 
Verification

Data Source/      
Methodology

Responsibility 
for Data 

Collection

Improved livelihood 
of the watershed 
communities with 
diversified income 
generating sources.

Number of people engaged in 
income generating enterprises in 
the targeted watersheds

#
BLS/gov’t 

stat 
TBD Project reports, 

Surveys,  progr. 
Report 

 Project unit

Increase in HH income from 
various IGAs in the watershed 
areas 

% BLS TBD Project reports, 
Surveys,  progr. 

Report 
 Project unit

Amount of money disbursed from 
MFIs for organised groups 

amount as above TBD
MFI reports, Program  
progress reports or 

MIS data
 Project reports  Project unit 

Outcome 4: Promote Social and Economic infrastructure   in the targeted watersheds

Increase in community 
infrastructure in 
targeted watersheds

Access to potable water sanitation 
coverage increased in the project 
areas

% BLS TBD

project reports, MIS 
database, project 
impact evaluation 

reports, agency report

Surveys, agency 
reports 

 Project unit

Improved access to markets, 
inputs and social services in 
targeted watersheds 

% BLS TBD

project reports, MIS 
database, project 
impact evaluation 

reports, agency report

Surveys, agency 
reports 

 Project unit

Improved access to 
educational and health 
services / facilities in 
targeted

Increased coverage in primary 
education service in the 
watershed areas 

% BLS  TBD

project reports, MIS 
database, project 
impact evaluation 

reports 

Surveys, 
agency 
reports 

 Project unit

Primary health care service 
coverage  in the watershed areas 
increased

 % BLS  

project reports, MIS 
database, project 
impact evaluation 

reports 

  

Outcome 5: Enhanced Human Capacities
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# Result Hierarchy Indicators Unit Baseline
End of 
Project 
Target

Means of 
Verification

Data Source/      
Methodology

Responsibility 
for Data 

Collection

Strengthen capacities, 
knowledge and skills 
of key stakeholders 
(communities, public) 
involved in sustainable 
natural resources 
management.

Key stakeholders trained in 
sustainable land management 
techniques, business development 
and in land rights

# BLS TBD
project reports, impact 

evaluation reports 
Project reports, 
MIS database

 Project unit

Farmers’ and village level staff 
satisfaction with trainings given 
on sustainable land managment 
and able to apply the skills and 
knowledge gained

# BLS  satisfaction surveys HH survey Project 

Outputs

Natural Resources Management

1.1.

Community Based 
Participatory 
Watershed 
Development 
Plans  (CBPWDP’s) 
and Community 
Action Plans (CAP’s) 
prepared in each 
micro-watersheds

1.1.1
CBPWDP’s and CAP’s prepared 
for all community watersheds in 
the project area 

#

 1.2

Institutional capacity 
at the community 
level established and 
functional 

 1
No. of grassroots level watershed 
management institutions  
established and functional 

# as above TBD

project reports, MIS 
database, project 
impact evaluation 
reports 

  output

To be continued
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Annex�3:   Watershed Management Indicator Performance Tracking Table (IPTT)

Eastern Nile Watershed Management Project: Watershed Planning Tools

District-----------------------Village-----------------sub-watershed -----------Community watershed -----------------------------Year, Quarter …………………

Indicator 

Level
Indicator Unit

Baseline

Project 

Target

Cumulative Past Performance (YR) Current year Remaining Annual Targets End of the project performance

Date Value
Cumulative 

Target (YR)

Cumulative 

Actuals

Deviation 

or %

Target  

for the 

year

Current Quater
Comulative 

actual of the 

year

Total 

Deviation 

from the 

year

Year 3 Year 4 Year 5

Comulative 

Target

Comulative  

Actuals

Total 

Deviation 

from the 

total target
Target Actual

Deviation 

or %
Target Target Target

Impact

Outcome

Output
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Annex 4:  Watershed Planning Tools

Eastern Nile Watershed Management Project: Watershed Planning Tools 

District _______________ Village _______________ sub-watershed _______________ Community watershed _______________ Year

# Planned outputs and Activities Unit

Plan for the 
project period

Plan for the 
current year 

Current year  Plan Quarterly  Distribution 

phy

Financial

phy 

Financial Q1 Q2 Q3 Q4

proj com Proj com Phy
Finance

Phy
Finance

Phy
Finance

Phy
Finance

Pro com Pro com Pro com Pro com

 Outcome 1: Natural Resources Development

Output 
1�1

Community Based Participatory Watershed 
Development Plans  (CBPWDP) and 
Annual Action Plans prepared 

No                   

1.1.1  Community Watershed plans prepared  No                   

1.1.2  Community Action plans prepared No                   

1.1.3
Farmers trained on watershed planning & CAP 
preparation

No                   

output 1�2  Soil and water conservation measures 
undertaken on cultivated lands ha                   

1.2.1. Terraces km                   

1.2.2 Soil bunds km                   

1.2.3  Cut-off drains km                   

 Others (Specify)                    

Output 
1�3  GulIy Treatement  and Rehabilitation ha                   

1.3.1  Gabion checkdam constructed M3                   

1.3.2 Stone checkdam constructed M3                   

1.3.3  Gully Planting ha                   
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 Others (Specify)                    

Output 
1�4

Degraded land (hillside, grazing and 
forestry land……�) treated ha                   

1.4.1  Area closure ha                   

1.4.2 Hillside terracing km                   

1.4.3 1.4.2 Trenches No                   

 Others (Specify)                    

Output 
1�5

Existing natural and planted community 
forests protected and sustainably managed Ha                   

 1.5.0 Existing forest conserved by the community ha                   

 
1.5.1 Develop by laws to protect and wise use of 
existing forest 

No                   

 others (specify)                    

Output 
1�6 

 New area  planted by community forestry 
and  agro-forestry systems to stabilise 
landscape and produce fuel wood and 
timber

ha                   

1.6.1  Establish & run Group Nursery No                   

1.6.2  Establish and run project Nursery No                   

1.6.3 Seedlings raised on group/private nursery No                   

1.6.4 seedlings raised on project nursery No                   

1.6.5 Fruit seedlings raised No                   

1.6.6  Planting seedlings on communal/closed areas ha                   

 Others (Specify)                    
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Output 
1�7

Second Level Land Certificates Provided 
to Private and Communal Lands in the 
watersheds

                   

1.7.1 Number of private parcels with SLLC No                   

1.7.2 Number of private land holders issued with SLLC No                   

1.7.3 Number of communal  parcels with SLLC No                   

1.7.4
Number of communal land holders issued with 
SLLC

No                   

 Others (Specify)                    

Outcome 
2:

 Increased crop productivity, production and marketing of agricultural produce and improved pasture management, livestock productivity and veterinary 
services

Output 
2�1 

 Demonstration sites for improved cropping 
practices & systems established No                   

2.1.1  On improved cropping practices No                   

2.1.2  On irrigation water management  No                   

2.1.3 On high value crops (fruit, vegetables) No                   

2.1.4 Farmers participated on different demonstrations No                   

2.1.5  Improved seeds distributed for demonstration Qt                   

2.1.6
 Improved fruit trees distributed for 
demonstration 

No                   

2.1.8 Others (Specify)                    

Output 
2�2  Area developed with small scale irrigation ha                   

2.2.1 Diversion schemes constructed No                   

2.2.2  Irrigation channel constructed km                   

2.2.3 Community ponds Constructed No                   

2.2.5 Others (Specify) No                   
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Output 
2�4  

No of animals vaccinated/ treated for 
improved veterinary Services No                   

2.4.1 New animal health posts constructed No                   

2.4.2 Existing animal health posts upgraded No                   

2.4.3 Animal health posts equipped  with facilities No                   

2.4.4  Animals vaccinated No                   

2.4.6 Others (Specify)                    

Output 
2�5 

 Area covered with improved forage/ 
pasture  management and  livestock feed 
development

ha                   

2.5.1  Forage seeds supplied Kg                   

2.5.2 Grazing land excluded from free grazing/closed ha                   

2.5.3
Improved range land management and grazing land 
practices introduced

ha                   

2.5.4  Farmers adopted improved fodder N0                   

2.5.6 Others (Specify)                    

Output 
2�6:

 Households participated in enhancing 
production of meat, milk, eggs and honey No                   

2.6.1  Improved breeds of sheep distributed No                   

  Improved poultry distributed No                   

 Cattle served through AI services No                   

 AI equipment distributed set                   

 
Households participated in animal (cattle & sheep) 
fattening 

No                   

 Number of animals fattened No                   

 Modern beehive  distributed No                   

 Others (Specify)                    
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Outcome 
3: 

Increased off-farm and  agricultural incomes

 

Output 
3�3 

Self help groups established and functioning 
on income generating activities No                   

3.3.1  Self help groups organised on beekeeping No                   

3.3.2 Self help groups organised on weaving No                   

3.3.3  Self help groups organised on forestry No                   

3.3.4  Self help groups organised on seedling production No                   

3.3.6 Others (Specify)                    

Outcome 
4

 Enhanced capital infrastructures for 
improved access, water supply,  economic 
and social services�

                   

Output 
4�1  Improved potable water constructed No                   

4.1.1 Hand dug wells/hand pumps constructed No                  

4.1.2  Springs developed and protected No                   

4.1.3 Ffarmers trained water management No                   

4.1.4 Toilet constructed No                   

4.1.5 Total beneficiary population No                   

4.1.6 Others (Specify)                    

Output 
4�2

 Renovation of buildings and provision of 
furniture, equipment and materials for 
primary schools and health posts

No                   

4.2.1  Primary schools renovated No                   

4.2.2
Primary schools equipped with furniture & 
equipment

No                   
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4.2.3 Health posts renovated No                   

4.2.4
Health posts equipped with furniture and 
equipment 

No                   

4.2.5 Others (Specify)                    

Output 4.3  Construction  of access roads Km                   

4.3.1  Access road maintained / Upgrade Km                   

4.3.2 Internal  access paths constructed Km                   

4.3.3 Internal access paths maintained km                   

4.3.4  Footbridges constructed No                   

4.3.6 Others (Specify)                    

Outcome 
5

Enhanced human resources capacity for 
effective implementation of the watersheds                    

Output 
5�1 Capacity Building Interventions                    

5.1.1  Number of Government  staff trained on NRM No                   

5.1.2 Development Agents trained No                   

5.1.3  Vet Technicians  trained No                   

5.1.4
Village and Community Watershed Team members 
trained

No                   

5.1.5 Farmers participated on exposure visits No                   

5.1.6
Government staff and DAs  participated on 
exposure visits

No                   

5.1.7 Others (Specify)                    
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Annex 5: Different Watershed Management Reporting Templates

5.1 Community Watershed Team Weekly/Monthly Reporting Format

Name of CWT _______________________________

Month ____________ Week ___________ /write as 1st, 2nd, 3rd and 4th )

Sno List of Activities by Output Unit

Quantity 
done 

During the 
Week

No of People 
Participated 

Local Material in physical 
units 

M F Total stone wood  other

1 Activities done on Farm land ha         

1.1 Soil Bund km     

1.2 Terraces      

       

       

2
Activities on Grazing lands, 
communal lands and Degraded lands

ha     

2.1 Stone faced soil bund km     

2.2 Trench No     

       

       

3 Activities done on gully affected area ha     

3.1 Gabion check dam M3     

       

       

4 Improved breeds distributed      

 (to be mentioned by type of breeds) No     

           

           

5 water points constructed          

 (mention by type of water source) No X X X X     
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Annex 6: Monthly/Quarterly/periodic Reporting Format 

Eastern Nile Technical Regional Office (ENTRO):  Monthly/Quarterly/periodic  Reporting format

District: ______________ Village:  ______________ Watershed ______________ Community

Year: ______________ Month/Quarter/any other reporting period : ______________

# Planned outputs and Activities Unit

Plan for the 
project period

Monthly/
Quarterly  
Achiev’t

%
Community inkind 

Contribution physical quantity 
or number 

total 
contrn in 
monetary 

value

phy
Financial

phy 
Financial phy Fina

labour
Other local materials 

proj com Proj com

 Outcome 1: Natural Resources Development

Output 1.1
Community Based Participatory Watershed 
Development Plans  (CBPWDP) and Annual 
Action Plans prepared 

No       

1.1.1  Community Watershed plans prepared  No       

1.1.2  Community Action plans prepared No       

1.1.3
Farmers trained on watershed planning & 
CAP preparation

No       

output 1.2
 Soil and water conservation measures 
undertaken on cultivated lands 

ha       

1.2.1. Terraces km       

1.2.2 Soil bunds km       

1.2.3  Cut-off drains km       

 Others (Specify)        
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Output 1.3  GulIy Treatement  and Rehabilitation ha       

1.3.1  Gabion checkdam constructed M3       

1.3.2 Stone checkdam constructed M3       

1.3.3  Gully Planting ha       

 Others (Specify)        

Output 1.4
 Degraded land (hillside, grazing and forestry 
land…….) treated 

ha       

1.4.1  Area closure ha       

1.4.2 Hillside terracing km       

1.4.3 1.4.2 Trenches No       

 Others (Specify)        

Output 1.5
 Existing natural and planted community 
forests protected and sustainably managed 

Ha       

 
1.5.0 Existing forest conserved by the 
community

ha       

 
1.5.1 Develop by laws to protect and wise use 
of existing forest 

No       

 others (specify)        

Output 1.6 
 New area  planted by community forestry 
and  agro-forestry systems to stabilise 
landscape and produce fuel wood and timber

ha       

1.6.1  Establish & run Group Nuresry No       

1.6.2  Establish and rurn project Nuresry No       

1.6.3 Seedlings raised on group/private nursery No       
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1.6.4 seedlings raised on project nursery No       

1.6.5 Fruit seedlings raised No       

1.6.6  Planting seedlings on communal/closed areas ha       

 Others (Specify)        

Output 1.7
Second Level Land Certificates Provided to 
Private and Communal Lands in the watershed

       

1.7.1 Number of private parcels with SLLC No       

1.7.2
Number of private land holders issued with 
SLLC

No       

1.7.3 Number of communal  parcels with SLLC No       

1.7.4
Number of communal land holders issued 
with SLLC

No       

 Others (Specify)        

Outcome 
2:

Increased crop productivity, production and marketing of agricultural produce and improved pasture management, livestock productivity and 
veterinary services

Output 2.1 
Demonstration sites for improved cropping 
practices & systems established 

No       

2.1.1  On improved cropping practices No       

2.1.2  On irrigation water management  No       

2.1.3 On high value crops (fruit, vegetables) No       

2.1.4
Farmers participated on different 
demonstrations

No       

2.1.5
 Improved seeds distributed for 
demonstration 

Qt       
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2.1.6
Improved fruit trees distributed for 
demonstration 

No       

2.1.8 Others (Specify)        

Output 2.2  Area developed with small scale irrigation ha       

2.2.1 Diversion schemes constructed No       

2.2.2  Irrigation channel constructed km       

2.2.3 Community ponds Constructed No       

2.2.5 Others (Specify) No       

Output 2.4  
No of animals vaccinated/ treated for 
improved veterinary Services

No       

2.4.1 New animal health posts constructed No       

2.4.2 Existing animal health posts upgraded No       

2.4.3 Animal health posts equipped  with facilities No       

2.4.4  Animals vaccinated No       

2.4.6 Others (Specify)        

Output 2.5 
 Area covered with improved forage/ pasture  
management and  livestock feed development

ha       

2.5.1  Forage seeds supplied Kg       

2.5.2
Grazing land excluded from free grazing/
closed

ha       

2.5.3
Improved range land management and grazing 
land practices introduced

ha       

2.5.4  Farmers adopted improved fodder N0       

2.5.6 Others (Specify)        
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Output 2.6:
Households participated in enhancing 
production of meat, milk, eggs and honey

No       

2.6.1  Improved breeds of sheep distributed No       

  Improved poultry distributed No       

 Cattle served through AI services No       

 AI equipment distributed set       

 
Households participated in animal (cattle & 
sheep) fattening 

No       

 Number of animals fattened No       

 Modern beehive  distributed No       

 Others (Specify)        

Outcome 
3: 

Increased off-farm and  agricultural incomes

Output 3.3 
Self help groups established and functioning on 
income generating activities

No       

3.3.1  Self help groups organised on beekeeping No       

3.3.2 Self help groups organised on weaving No       

3.3.3  Self help groups organised on forestry No       

3.3.4
 Self help groups organised on seedling 
production

No       

3.3.6 Others (Specify)        
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Outcome 
4

 Enhanced capital infrastructures for improved access, water supply,  economic and social services�

Output 4.1  Improved potable water constructed No       

4.1.1 Hand dug wells/hand pumps constructed No      

4.1.2  Springs developed and protected No       

4.1.3 Ffarmers trained water management No       

4.1.4 Toilet constructed No       

4.1.5 Total beneficiary population No       

4.1.6 Others (Specify)        

Output 4.2
 Renovation of buildings and provision of 
furniture, equipment and materials for primary 
schools and health posts

No       

4.2.1  Primary schools renovated No       

4.2.2
Primary schools equipped with furniture & 
equipment

No       

4.2.3 Health posts renovated No       

4.2.4
Health posts equipped with furniture and 
equipment 

No       

4.2.5 Others (Specify)        

Output 4.3  Construction  of access roads Km       

4.3.1  Access road maintained / Upgrade Km       

4.3.2 Internal  access paths constructed Km       

4.3.3 Internal access paths maintained km       

4.3.4  Footbridges constructed No       
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4.3.6 Others (Specify)        

Outcome 
5

Enhanced human resources capacity for effective implementation of the watersheds 

Output 5.1 Capacity Building Interventions        

5.1.1
Number of Government  staff trained on 
NRM

No       

5.1.2 Development Agents trained No       

5.1.3 Vet Technicians  trained No       

5.1.4
Village and Community Watershed Team 
members trained

No       

5.1.5 Farmers participated on exposure visits No       

5.1.6
Government staff and DAs  participated on 
exposure visits

No       

5.1.7 Others (Specify)        

5.2 Administrative and management Budget        

5.2.1 Fuel and Lubricant        

5.2.2 Stationary        

5.2.3 Perdiem        

5.2.4 CF salary        

5.2.5 Car repair and maintenance        

5.2.6 other miscellaneous costs        
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