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ACRonYMs

ACRONYMS
AAP   Accountability to affected populations means conducting activities and 

using resources in full respect of people’s priorities and based on their 
needs.

DAC criteria  A set of evaluation criteria introduced by the OECD’s Development 
Assistance Committee in 1991. The most commonly used criteria are 
relevance, effectiveness, efficiency, impact, and sustainability. 

eCCs   The five EcoSec core components constitute the pillars of economic security. 
They are food consumption, food production, income, living conditions 
and the capacities of institutions and services that are vital to a popula-
tion’s economic activities.

ecosec  the ICRC’s Economic Security unit
Go   general objective
ICRC  International Committee of the Red Cross
IDP   An internally displaced person is someone who has fled his or her home 

without leaving the country of origin.
oeCD  Organisation for Economic Co-operation and Development 
PfR   Planning for results
PIPs  policies, institutions and processes; the governance environment
RBM  results-based management
RMF  results monitoring framework
so   specific objective
WatHab  the ICRC’s Water and Habitat unit
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IntRoDUCtIon

INTRODUCTION
WHAT DOES THE HANDBOOK COVER?
The three basic EcoSec training modules follow the structure of the ICRC’s results-based 
management cycle1 with its four stages (Figure 0.1). These stages will be reviewed in Chapter 1.
This handbook accompanies the ICRC’s EcoSec Training Module 2, EcoSec Planning, Monitoring 
and Evaluation. It introduces readers to the results-based management (RBM) approach and 
shows how RBM can be put into practice when managing individual EcoSec projects.
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ASSESS & ANALYSE

Figure 0.1:  The three basic EcoSec training modules cover the entire RBM cycle. Note that monitoring is 
covered in Module 2 rather than Module 3.

WHO IS THE HANDBOOK FOR?
Although the handbook has been specifically tailored to the needs of EcoSec staff who 
design and follow up projects in the field, many of the concepts and tools presented are 
relevant to all ICRC staff involved in project management.

STRUCTURE OF THE HANDBOOK

Chapter 1: Results-based management (RBM)
This chapter provides an introduction to RBM, what it is, why it is useful and how the RBM 
process is structured. 

Chapter 2: Essential RBM concepts and terminology
RBM draws on a number of fundamental concepts as building blocks. This chapter introduces 
the main notions that are applied in the management of EcoSec projects.

Chapter 3: Results-based management of EcoSec projects
In this chapter, results-based management is translated into the context of EcoSec field work. 
The handbook shows “how it is done” by guiding the reader through the individual stages in 
the project cycle. An example taken from actual practice is provided to illustrate the process.

1 This cycle is often also referred to as the “project cycle”.

Module 1: Assessing Economic 
Security

Module 2: EcoSec Planning, 
Monitoring and Evaluation

Module 3: The EcoSec Response - 
implementing the project
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Annexes
The most important practical resources are provided as annexes:
 • Annex 1: The EcoSec project proposal template
 • Annex 2: The EcoSec monitoring and evaluation report template

ACCOMPANYING RESOURCES
This handbook is not intended to be used in isolation but forms part of a comprehensive 
package of resources that together outline the methodology recommended for EcoSec staff. 
The main tools in this package are introduced in the following t wo sub-sections. 

Planning and reporting templates
In order to apply the general concepts introduced in the handbook(s) to actual projects, formal 
tools and templates are needed. For planning and reporting purposes, three complementary 
key documents together span the entire project cycle:
 • The EcoSec assessment report template is the essential guide for assessments (Annex 2 to 

the EcoSec handbook Assessing Economic Security);
 • The EcoSec project proposal template covers the planning stage (Annex 1 to this handbook);
 • The EcoSec monitoring and evaluation report template covers the implementation as well 

as the monitoring and evaluation stage (Annex 2 to this handbook).
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EcoSec project 
proposal template

EcoSec assessment 
report template

EcoSec monitoring 
and evaluation report 
template

Figure 0.2: The entire cycle of a project can be documented using the three key templates.

It is essential for readers to be familiar with these key documents as reference will be made to 
them throughout the handbook. Unlike the assessment report template, which all EcoSec staff 
are required to use, use of the latter two templates is not mandatory. However, all EcoSec 
staff are strongly encouraged to adopt them because they represent good practice and because 
the use of common templates will help to further harmonize EcoSec practice and reporting.2

2 While the use of these standard templates is strongly recommended, delegations are free to adjust the format 
to the specific context.
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ecosec assessment and monitoring data collection tools
The EcoSec assessment and monitoring data collection tools comprise a document library 
containing questionnaires that can be used to collect data on the most relevant EcoSec topics.

All these resources are also available in the EcoSec Resource Centre.3

3 The EcoSec Resource Centre also contains two additional templates, the EcoSec Assessment Executive Brief 
and the EcoSec Monitoring and Evaluation Brief. They are intentionally shorter and more reader-friendly than 
full report templates and can therefore be a useful means of sharing the main findings of a comprehensive 
assessment or of monitoring and evaluation reports with a wider public.
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1.1 WHY HUMANITARIAN AGENCIES NEED A PROFESSIONAL 
MANAGEMENT APPROACH

People who are affected by a conflict or a disaster cannot usually decide which type of 
assistance they receive and when they receive it. Instead, they depend on the goodwill and 
resources of the government and of aid agencies that are prepared to assist them. Since 
humanitarian assistance is not subject to normal market dynamics, its quality depends 
mainly on the standards and control mechanisms set up by the aid providers themselves.

If those facts are placed clearly in the volatile environment and the emergency conditions 
in which humanitarian workers often operate, it is easy to understand why humanitarian 
assistance projects frequently tend to be more about “quick and visible action” than about 
time-consuming detailed planning.

A
. P

aq
/I

CR
C

Figure 1.1:   Victims of conflict often have little or no control over the assistance that they are given and 
often become helpless onlookers.

Various independent evaluations have actually revealed that, despite their good intentions, 
many humanitarian projects fail as a result, in the sense that they do not deliver the promised 
goods and services or the associated results, that they do not address people’s true needs, 
and so on.

In many cases, the failure is the outcome of poor needs assessment and planning and the 
inability to adjust ongoing projects appropriately. Mechanisms to ensure effective learning 
from past mistakes have also often been weak or missing.

On the donor side, requirements for funding humanitarian assistance have also changed. 
Nowadays, donors not only want to know how funds were used but also – more importantly 
– what they actually achieved for the beneficiaries. Pictures of happy children at distribution 
sites are no longer enough to document the positive outcome of a project.

In order to respond to these challenges, in the mid-1990s the ICRC adopted the results-based 
management (RBM) approach.
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1.2 WHAT RBM SHOULD HELP TO ACHIEVE

• Ensure that victims of armed conflict receive the best possible humanitarian assistance.4

•  Enable the ICRC to better understand and document the impact that its assistance has 
on beneficiaries’ lives.

•  Allow the ICRC to be fully accountable to beneficiaries, donors and other partners for 
the resources entrusted to it.5

• Harmonize project management practice at the ICRC.
• Contribute to ICRC learning.

 
Internationally, results-based management has received a boost in recent years through 
its official endorsement by developed and developing countries as well as by aid and 
development agencies as the recommended management approach.6

1.3 RBM EXPLAINED

1.3.1 Definition
Results-based management is a management strategy that focuses on performance and 
the achievement of results. This implies a shift in focus away from the project’s activities 
towards the effects/changes that these activities are intended to bring about.

The ICRC applies RBM to its projects and programmes in a well-structured process that is 
referred to as the RBM or project cycle.

1.3.2 The project cycle
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Figure 1.2:  The ICRC version of the project cycle

4 Quality as per the DAC criteria for evaluation (see Section 2.7.3).

5 The concept of accountability is discussed in Section 2.4.

6 See the Paris Declaration on Aid Effectiveness and the Accra Agenda for Action.
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stage 1: Assess and analyse 
This stage consists of analysing the humanitarian situation with a particular focus on economic 
security. The analysis is carried out through the lens of the EcoSec conceptual framework.7

 • The affected population groups are assessed in terms of their assets, their livelihood and 
coping strategies, and the resulting livelihood outcomes. In addition, the functioning of 
and access to crucial institutions and services (“policies, institutions and processes” or 
“PIPs”) as well as the underlying causes of vulnerability (vulnerability context) are recorded.

 • Where significant gaps in one or more EcoSec core components8 are found, the causes of 
these problems are analysed to ensure that the factors contributing to economic insecurity 
are clearly understood.

 • In order to detect possible economic security trends, one or more scenarios are put 
together and a forecast is made about how the different population groups would be able 
to cope – or not – in the near future.

 • If severe risks to lives and/or livelihoods are evident or likely to emerge and no other 
actors are prepared to intervene, a response analysis is conducted in order to identify the 
range of response options and to select the most appropriate one(s).

 • Carried out throughout the RBM cycle, situation monitoring allows important changes in 
the context that are relevant for the population and for any potential projects to be 
detected.

stage 2: Formulate and plan
At this stage, the theory behind the intervention is developed. It explains in detail how and 
why the project will bring about the desired change.
 • The expected results of the intervention are formulated as clear and measureable 

objectives.
 • The project’s intervention logic is formulated as a causal chain that connects inputs, 

activities and outputs9 to the planned results.
 • External factors that could influence the outcome of the intervention are analysed. Where 

necessary, the intervention logic is adapted to mitigate potential risks as far as possible. 
Residual risks are identified and monitored.

 • The project’s monitoring framework is designed. It contains indicators for measuring the 
progress of the implementation and the achievement of results, and describes how these 
indicators will be assessed (means of verification).

stage 3: Implement and monitor
At this stage, the project’s goods and services are delivered and the implementation process 
is monitored so that the intervention can be adjusted if necessary.10

 • Resources are mobilized so that project activities can be carried out and outputs provided 
for the beneficiaries.

 • Progress or activity monitoring is conducted in order to check whether activities are carried 
out according to plan and if outputs are produced as anticipated. Where necessary, 
adjustments are made in response to project shortcomings or to changes in the 
situation.

 • A first monitoring of results gives early indications as to whether the outputs are leading 
to the desired results.

stage 4: evaluate and learn
Once the project has been completed, a more in-depth monitoring or review can take place. 
Depending on its scope, the exercise will focus on a combination of criteria.
 • Information on the final results of the project is collected and analysed. The findings are 

synthesized in a comprehensive monitoring or evaluation/review report.

7 The EcoSec conceptual framework is based on the Sustainable Livelihoods Framework and is presented in 
Section 2.3.2.

8 The five EcoSec core components (ECCs) constitute the pillars of economic security. They are food 
consumption, food production, income, living conditions and essential PIPs (services/capacities in the 
governance environment). See also Section 2.3. 

9 Inputs are the project’s resources; outputs are the goods and/or services that the project provides for 
beneficiaries. For definitions, see Section 2.5.

10 The different ways in which goods and services typically used in EcoSec projects are best delivered to beneficiaries 
are discussed in third handbook and training module entitled The EcoSec Response – Implementing the Project.
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 • Based on the findings, lessons can be derived for the future and made available to others 
with a view to enhancing ICRC learning.

 • Main findings can also be shared with other stakeholders, such as beneficiaries, authorities 
or donors, in order to strengthen the ICRC’s accountability to its partners and supporters.

note
 In reality, the four stages of the project cycle are closely interlinked and interdependent. 
Project management is an iterative process in which analysis and learning take place 
throughout the process rather than only at a certain point in the project.

This is, in a nutshell, how the ICRC’s RBM approach is translated into action at the level of 
individual EcoSec projects. Each project stage will be examined in greater detail in Chapter 3.

1.3.3 The place of EcoSec projects in the ICRC’s overall planning
RBM is reflected at different levels of planning at the ICRC. Figure 1.3 gives an overview of 
the different levels of planning and shows how they are connected.
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** In institutional planning, the specific objectives is also referred to as lower level of outcome

Figure 1.3:  RBM is the fundamental approach to planning at different levels at the ICRC. The arrows 
represent informal guidance and feedback relations rather than formal processes.
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Before looking at how RBM works in practice, we need to be familiar with the basic RBM 
terminology as well as with a number of related fundamental concepts.

Some essential terminology and concepts will be presented in greater detail in this chapter. 
However, for topics that are already well covered by other resources, only a brief introduction 
is provided and references are given for further reading.

2.1 ESSENTIAL CONCEPTS

Stage in project 
cycle 

Relevant topics Where discussed in this 
handbook

Key documents and resources†

All stages

EcoSec conceptual framework 
(based on the Sustainable Livelihoods 
Framework)

Section 2.3

DFID sustainable livelihoods guidance 
sheets*
EcoSec handbook and training module 1: 
Assessing Economic Security*

Indicators
Section 2.6.1
Section 3.2.6

Guide: Acquiring and Analysing Data in 
Support of Evidence-Based Decisions*

Data analysis Section 3.5.3
Guide: Acquiring and Analysing Data in 
Support of Evidence-Based Decisions*

Accountability to affected populations 
(AAP)

Section 2.4
Section 3.2.8

EcoSec Executive Brief on 
Accountability to Affected Populations*

Other resources
EcoSec reference framework*
Policy Document 49 and EcoSec operational guidelines
ICRC guidance on RBM**

Assess 
and analyse

Response analysis framework Section 3.1.3
EcoSec handbook 1: Assessing 
Economic Security*

Other resources
Guiding Principles on Assessment (ICRC document)**
EcoSec assessment report template*
EcoSec handbook 1: Assessing Economic Security*

Formulate 
and plan

Logic models
Theory of change

Section 2.5

The logical framework approach 
(numerous resources available online)
Project proposal template (contains 
activity and resource plan and results 
monitoring framework)*

Implement 
and monitor

Range of EcoSec activities Not addressed in this handbook
EcoSec Handbook and training 
module 3: The EcoSec Response – 
Implementing the Project*

Situation and activity monitoring
Section 3.3.1 
Section 3.3.2

EcoSec monitoring and evaluation 
report template*

Evaluate  
and learn

Results monitoring

Review and evaluation

OECD DAC evaluation criteria

Section 2.7
Section 3.2.6
Section 3.5

Section 2.7.3

EcoSec monitoring and evaluation 
report template*
Case examples*

† Resources that are available in the EcoSec Resource Centre are marked *. Resources that are available on the ICRC intranet are marked **.

Table 2.1:  Relevant concepts and resources for managing EcoSec projects in accordance with the RBM 
approach
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2.2 KEY ECONOMIC SECURITY TERMS AND CONCEPTS

2.2.1 Livelihoods
Livelihoods are the very foundation of economic security. They can be defined as follows: 

   Livelihoods comprise the capabilities, assets (including both material and social 
resources) and activities required for a means of living which ensures survival and 
future well-being.11

The concept of livelihoods is well illustrated through the EcoSec conceptual framework. 

2.2.2 The EcoSec conceptual framework
The EcoSec conceptual framework is a useful tool for analysing a humanitarian situation 
and describing people’s livelihoods. It is the ICRC’s version of the Sustainable Livelihoods 
Framework, which is widely used in the humanitarian and development field. Since the 
framework is discussed in detail in the handbook Assessing Economic Security and other 
useful guidance already exists,12 only a few key aspects are outlined here.
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Figure 2.1:  The EcoSec conceptual framework is the ICRC’s version of the Sustainable Livelihoods 
Framework. The circles with a thick green outline represent the core economic security 
components.

11 The Sphere Project, Humanitarian Charter and Minimum Standards in Disaster Response, The Sphere Project, 
Geneva, 2004.

12 The DFID sustainable livelihoods guidance sheets provide a good basis for understanding the EcoSec 
framework. A link to the DFID website is available in the Concepts section of the EcoSec Resource Centre.
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The framework has six elements, as follows. 

the people
As illustrated by the icon representing a group of people in the left hand circle, people are 
at the heart of the framework. When analysing livelihoods and economic security, it must be 
clear from the beginning whose livelihood is being analysing. In most cases, the framework 
is used to describe vulnerable groups13 (IDPs, farmers affected by drought, etc.) or individual 
households (e.g. in the context of microeconomic initiatives).

Livelihood assets
People own or have access to six different types of livelihoods assets: human, social, political, 
natural, physical and financial. These assets are the resources on which people rely for their 
economic activities. Shocks such as conflict or natural disasters often have a negative effect 
on people’s lives because they reduce their asset base.14

Livelihood strategies
A household’s livelihood strategies comprise the range of economic activities undertaken by 
its members. It is common for members of a family to pursue several activities that can vary 
considerably throughout the year. Consequently, livelihood strategies are often complex 
and multifaceted. While diversified livelihood strategies have the advantage of making the 
best use of the available capacities to earn income or to produce food, this diversity also 
makes households less vulnerable to shocks.

Livelihood outcomes
People pursue economic activities in order to achieve certain results that will allow them to 
survive and to thrive. More specifically, livelihood strategies aim at producing a continuous 
supply of food and/or income. These are used to cover people’s essential needs: proper living 
conditions, adequate food consumption and coverage of other essential expenditure items 
such as health care or education. If people are able to cover their essential needs sustainably, 
they are likely to remain healthy and well-nourished and can further develop their knowledge 
and skills. Successful livelihood outcomes are the ultimate goal of economic activities and they 
are essential to people’s physical and mental well-being.
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Figure 2.2:   Livelihood outcomes are the result of people’s economic activities. Each level creates 
the foundation for the next one. The market is not a livelihood outcome but an essential 
institution that allows money to be converted into food and vice versa.

13 A livelihood group comprises households who have similar asset profiles and pursue similar economic 
activities. They are also vulnerable to the same kinds of shocks.

14 Examples include the loss of lives, injury and disability, the destruction of a house, the loss of livestock, etc.
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Food consumption, food production, income and living conditions are the building blocks of 
economic security. Together with the capacities of local institutions and services (see component 
5 below), they constitute the five EcoSec core components (ECCs).

Services and institutions that are vital15 for the population’s livelihoods constitute the fifth 
EcoSec core component; in this handbook they are referred to as “local capacities” or simply 
“capacities”.

Policies, institutions and processes (PIPs)
In simple terms, PIPs constitute the man-made environment at the local, regional and even 
global level. Their main categories are shown in Table 2.2.

Category Main functions Examples

Policies  
and laws

Regulate access to resources and 
protect them
Determine how resources and assets 
can be used and traded

Laws on land tenure and property 
rights, mining, environmental 
protection, hunting and fishing, 
taxes, import and export regulations, 
fuel subsidies, etc.

Institutions
• Public
• Private
• Civil society

Manage resources
Enforce laws and regulations
Build and maintain infrastructure
Provide services for people 

Ministries of roads and 
infrastructure, health services, 
markets, education, agricultural 
and veterinary extension services, 
labour unions, Red Cross and Red 
Crescent Societies, international 
organizations, local water 
committees, etc.

Processes Refer to how things are done and 
include routines, conventions and 
customs. Many of these “rules of 
the game” are based on culture and 
tradition.

Religious customs, marriage and 
dowries, class and caste system, 
access of women to employment 
and jobs, kosher and halal food, etc.

Table 2.2: PIPs and the governance environment

PIPs influence a household’s economy in many different ways. That is why it is vital to evaluate 
the presence and functioning of relevant institutions, services and infrastructure during an 
assessment as well as during the monitoring and evaluation process. 

15

the vulnerability context
The vulnerability context stands for the underlying causes of people’s vulnerability. It includes 
different types of shock and change such as conflict, natural disasters, trends (climate change, 
desertification), severe seasonal changes, epidemics, etc.

The elements of the vulnerability context are often difficult to predict and even more difficult 
to control. Populations with functioning PIPs are usually far better protected against the 
negative impact of such shocks16 while people living in societies with weak or absent PIPs 
often suffer the full impact of the event.

15 The focus of an assessment should be on services and institutions that are of importance to the population 
being assessed. What is relevant depends to an extent on people’s livelihood strategies. While land tenure 
laws, the functioning of agricultural extension services or government subsidies are highly relevant to 
farmers, they would not be of great interest for most IDP communities.

16 Examples of protective PIPs include prevention strategies, functioning rescue services, good infrastructure 
and machinery, functioning and accessible health care, insurance and compensation mechanisms, subsidies 
for reconstruction, and so on.
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2.2.3 Economic security
Based on this concept of livelihoods, economic security can be understood as the situation 
in which adequate livelihood outcomes are achieved continuously. More precisely, the ICRC 
defines economic security as the condition of individuals, households or communities that are 
able to cover their essential needs and unavoidable expenditure in a sustainable manner, given 
their physiological requirements, their surroundings and their cultural standards.17

2.3 ACCOUNTABILITY TO AFFECTED POPULATIONS (AAP)

2.3.1 What is AAP?
Being accountable to populations affected by conflict or other situations of violence means 
that throughout the entire assistance process from assessment to planning, implementation 
and monitoring, people are at the centre of EcoSec activities. To achieve this, EcoSec staff 
and partners must:
 • communicate the ICRC’s mandate, capacities, limitations and activities;
 • ensure that affected people are aware of and involved in the various activities;
 • ensure that these activities are based on the people’s true needs and adapted to the context;
 • enable affected people to provide feedback, raise complaints and make sure that they 

receive replies.

Based on this understanding of accountability, the ICRC has selected four main axes along 
which it wants to work in order to achieve this: communication, participation, evidence-based 
decisions, and feedback and complaints.

Figure 2.3:   The four axes used by the ICRC to strengthen accountability are relevant throughout the 
project cycle. Communication, for example, is needed not only during the assessment stages 
but in all other stages as well.

2.3.2 How is it put into practice?
Although being accountable is a way of conducting humanitarian work rather than a sequence 
of individual steps, a number of actual measures can and should be taken to strengthen 
accountability. Some of these are presented in Section 3.2.8.

For an overview of this topic, refer to ICRC, EcoSec Executive Brief on Accountability to Affected 
Populations, ICRC, Geneva, September 2014 (internal document).

17 This takes account of the fact that essential needs vary according to a person’s physical condition (i.e. if that 
person is a growing child, a pregnant woman, an elderly person, etc.), the climate (in a cold climate people will 
need more kcal and better shelter, clothing, etc. than those living in a warm climate) and the local culture (the 
concept of acceptable living conditions varies considerably from one culture to another).
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2.4 PROJECTS AND PROJECT MANAGEMENT
This section introduces the essential RBM terminology. While the terminology has been 
aligned primarily with that of the ICRC, an attempt has been made to harmonize it as far as 
possible with that of external users of RBM.

Project or intervention: For the ICRC, a project is an endeavour whose aim is to transform 
a poor humanitarian situation (the problem) into a desired, improved situation (outcome or 
result) through the provision of goods and/or services (outputs). A project has a certain 
amount of resources (inputs) allocated to it, a time frame and an organizational structure 
with clearly defined responsibilities.

Problem: In the context of an EcoSec project, a problem is understood as a situation in 
which a group of people are facing an immediate or likely risk to their lives or livelihoods as 
a result of gaps in one or more EcoSec core components. The type and gravity of the risk(s) 
and the causes are examined during the assessment stage. 

Inputs: Inputs are the human, material and financial resources required to carry out the 
project activities. All inputs need to appear in the budget description as they represent 
expenditure items. Examples include food, cash, vaccines, seeds, livestock, an engineer’s salary, 
the cost of renting an excavator, and so on.

Activities: The activities are the actual tasks that the ICRC or its partners are required to 
carry out in order to provide the goods and/or services specified in the project. Examples 
include registering beneficiaries, distributing food, constructing latrines, rehabilitating a road, 
vaccinating cattle, training National Society staff, and so on.

outputs: Outputs are the goods and/or services to which beneficiaries have access as a 
result of the project activities. Very often the project’s name indicates its intended outputs. 
In a food assistance, livestock vaccination or road rehabilitation project, the goods and/or 
services that the project is expected to deliver are clearly specified. Examples include having 
access to cash, food or essential household items, benefiting from a land-ploughing service, 
acquiring new skills through training, having access to a functioning water network, and so on.

note
 Outputs are not results. The fact that goods and/or services are made available to the project 
beneficiaries does not guarantee that the underlying problem will actually be solved!

Result: A result is a describable and/or measurable effect produced by a project whose aim 
is to solve the initial problem. It can be expected or unexpected and represent a short-term 
outcome, medium-term outcome or impact (see Section 2.4.1).

Intervention logic: Every project is driven by a strategy which is referred to as the project’s 
intervention logic. It is a causal chain that explains how inputs and activities lead to outputs 
and how outputs are transformed into results. The different types of intervention logics are 
discussed in greater detail in Section 2.5.3.

Problems
Result
Problem 
solved

Intervention logic

Outputs
The goods and/or 

services required to 
solve the problem

Together they clear 
the road and side 
channels and dispose 
of the mud and 
rubble.

The road is now clear 
and safe to use.

People and goods 
can once more move 
freely on the road. 
Travel and trade 
resume.

The authorities and the 
community organize 
an excavator, a truck, 
tools, technicians and 
the labour force.

A road has been 
blocked by a 
mudslide; people and 
goods can no longer 
be transported.

Inputs
Resources are 

mobilized

Activities
Resources are 
transformed

Figure 2.4:  Key components of a project or intervention
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2.4.1 Results
As the word indicates, results are very much at the heart of RBM and it is therefore essential 
to have a clear idea about the different types of results that are commonly considered in 
project management. The ICRC distinguishes between three main levels of results: short-term 
outcomes, medium-term outcomes and long-term outcomes (impact). In some projects it can 
also be useful to plan and document milestones (intermediate results).

Milestones: Some projects contain important intermediate steps between the output and 
the outcome levels or between the three levels of results (short-term outcome, medium-term 
outcome and impact). While the achievement of such milestones is not indicative of whether 
the main objective of an intervention will be achieved or not, it can be useful to include them 
in the intervention logic (see Section 2.4.3) and to monitor them during the implementation 
stage of a project. Another reason for documenting milestones is that they are sometimes 
easier to monitor18 than other levels of results.

example
For a microeconomic initiative (MEI) shopkeeping project, the opening of the shop by the 
beneficiary is a milestone that has to be achieved before an increase in income (short-term 
outcome) can occur. 

short-term outcome: The short-term outcome, also called lower-level outcome,19 is the likely, 
or achieved, short-term result of a project.20 For EcoSec, short-term outcomes are defined at 
the level of the EcoSec core components. A typical EcoSec short-term outcome might therefore 
be that “the beneficiaries have restored their income to the pre-crisis level”. As the first level of 
results, short-term outcomes are a direct or indirect consequence of outputs. If they are 
achieved, they can contribute to other short or medium-term outcomes. Short-term outcomes 
are the level of results that are easiest for project managers to achieve.

Medium-term outcome: The medium-term outcome or higher-level outcome, is the likely, or 
achieved, medium-term result of a project. For EcoSec, the medium-term result is generally 
that the target population has restored its economic security. In most cases this cannot be 
achieved through a single project but rather through the combined effects of several projects 
that provide support for all EcoSec core components affected.21 Medium-term outcomes 
can derive from short-term outcomes and contribute to the impact.

Medium-term outcomes are highly relevant as they reflect the main changes that a 
programme seeks to achieve at the level of the beneficiaries. They are, however, more 
difficult to achieve than short-term outcomes. Successful individual projects are therefore 
rather said to contribute to medium-term change rather than to be the sole cause of an 
observed change.

Long-term outcome or impact: The long-term outcome – alternatively referred to as the 
“impact” – is the sum of the positive or negative, intended or unintended, primary and 
secondary long-term effects of a project. Indicators at this level include fundamental aspects 
of people’s lives, such as infant mortality, morbidity, personal dignity, literacy or security. 
The impact level extends far beyond the scope and time horizon of individual projects. It is 
through the combination of different assistance and protection programmes that the ICRC 
seeks to contribute significantly to positive impact. The situation at this level will ultimately 
be shaped by the combined efforts of the population concerned, the authorities and other 
humanitarian organizations as well as a number of external factors.

18 As discussed below in section 3.5, monitoring is often time and resource consuming. For this reason it can 
be practical to track the progress of an intervention by monitoring milestones that are closely related to the 
desired results and easy to observe.

19 This is because multiyear PfRs will become more common and it could be misleading to have objectives that 
span over several years referred to as short-term objectives.

20 In the context of an individual project, the attribute “short-term” should not be taken too literally, as the time 
span for the achievement of short-term outcomes can vary from a few weeks in the case of a food distribution 
to over a year for a livestock support project.

21 For WatHab, achieving the medium-term outcome level means that acceptable conditions for the population 
in terms of water and habitat have been restored.
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Impact The project contributes to the overall recovery of the sub-target 
population.

Medium-term outcome The beneficiary is able to cover the household’s essential 
needs in a sustainable manner.

Short-term outcome The beneficiary has increased his monthly income by 30%.

Milestone The beneficiary has opened a tailor’s shop and supplied it 
with materials.

Output The beneficiary has been given a grant and training on how 
to run a business.

Figure 2.5:   Sequence of results for a microeconomic initiative (MEI) whose aim is to restore a family’s 
income. The main focus for individual projects is at the short-term outcome level.

2.4.2 Objectives
Objectives are expected results as they are stated at the beginning of any project. The ICRC 
consistently uses the following levels of objectives:

specific objective
The specific objective (SO) is the planned result at the short-term outcome level and will 
thus always relate to one of the EcoSec core components (see “short-term outcome” in 
Section 2.5.1).

example 
 By [date at the end of a three-month period] 1,000 IDP households in Aleppo have improved 
their food consumption so that they consume at least three meals a day.

General objective
The general objective (GO) is the planned result at the medium-term outcome level. For 
EcoSec, GOs are formulated per target population.

example 
By [date at the end of a 12-month period] IDPs in northern Syria are able to cover their 
essential needs and unavoidable expenditure in a sustainable manner.

expected humanitarian impact
The expected humanitarian impact comprises the positive intended long-term effects or 
changes from which the ICRC wishes a sub-target population to benefit.22 Positive change 
at the impact level should be reflected in improved health, nutrition, security or education.

22 As part of the annual planning exercise (PfR), the ICRC classifies populations into target populations, e.g. the 
civilian population in a given context. The target populations are subdivided into sub-target populations, 
e.g. the general civilian population, missing people and separated persons.
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Levels of results and objectives that are relevant for ICRC reporting

Impact

Expected humanitarian 
impact

Individual programme
Protection, EcoSec, WatHab, 
Health, etc.

Combined efforts of the 
population, the ICRC and other 
State and non-State actors

Individual projectChange can be 
achieved by

Objective

Result
Short-term outcomes

(Lower level of outcome)

Specific objective  
(SO)

Medium-term outcomes
(Higher level of outcome)

General objective
(GO)

Figure 2.6:   Objectives are formulated as outcomes for the same three levels. The main difference is 
that objectives are always planned (i.e. not yet achieved), while results can be planned or 
achieved.

The way objectives are formulated is discussed in Section 3.2.1.

Attribution and accountability ceiling
The extent to which observed changes or results can be credited to a specific project, a 
programme or an actor is known as attribution. Attribution establishes whether there is any 
link between an observed change and an ICRC intervention. This is important as it provides 
information on whether the intervention actually worked as it was intended to or not, which is 
required for ICRC learning as well as for accountability to donors and beneficiaries.

In many cases, it is difficult to attribute observed change to a specific project. This is because 
as we move along the chain of results towards the impact level, more and more external 
factors influence the situation so that it becomes nearly impossible to separate the effects 
of these factors from one another.

At the medium-term outcome level, for example, attributing change to one specific project, 
e.g. a food distribution, would mean knowing whether and to what extent people’s overall 
economic security has changed as a consequence of the distribution. Since household 
economic security is affected by many other factors (e.g. livelihood activities, support from 
others and changes in market prices), a change in people’s economic security cannot reliably 
be attributed solely to an ICRC food distribution. If the project has been carried out properly, 
the ICRC will assume that it contributed to the observed change.

However, attribution is possible at lower levels, i.e. at the output and short-term outcome 
levels. If the ICRC is the sole provider of food for IDPs, the consumption of this food (short-term 
outcome) by the beneficiaries is a direct result of the intervention. The level of results up to 
which observed changes can be reasonably attributed to a specific intervention is called 
the accountability ceiling.

In individual projects, the accountability ceiling that the ICRC should strive to reach is the 
short-term outcome level. Monitoring and evaluation should thus be able to document 
if and how change that occurs at the short-term outcome level is linked to the project(s) 
providing support for the community in question.
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Figure 2.7:  For individual projects, it should be possible to ascertain if and to what extent changes at the 
short-term outcome level were due to the intervention.

2.4.3 The intervention logic
The intervention logic is the project’s theoretical basis and explains how the intervention is 
going to achieve the desired results. It consists of a chain of causes and effects where each 
stage can only be achieved if the previous one has been realized. Just as there are different 
approaches to project management, there are also different types of intervention logic. 
For the ICRC’s purposes, two types of intervention logic are relevant: the results chain and 
the impact pathway.

the results chain
The results chain is a very basic, standardized type of intervention logic that is commonly 
used in the logical framework approach.23 For the ICRC’s purposes, it has the following six 
components:

23 The logical framework approach is not discussed in this handbook. However, the logical framework matrix, 
which is a key tool in that approach and is widely used in the humanitarian sector, is presented in Sections 
3.2.6 and 3.2.7.
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Results chain

Implementation stage Results stage

Long term 
outcome or 

project impact
Inputs Medium-term 

outcome
Short-term 
outcomeOutputsActivities

Figure 2.8:   The six elements in the results chain constitute a sequence of causes and effects in which 
each step must be achieved before the next one can be realized. If the ICRC mobilizes inputs, 
project activities can then be carried out; if activities are carried out, beneficiaries will then 
have the outputs, and so on.

At a general level, each humanitarian intervention can be divided into two stages: an 
implementation stage and a results stage.

a. The implementation stage:24 This stage starts when resources are mobilized and ends 
when the project’s goods and/or services have been made available to the beneficiaries 
(outputs have been produced). It is the stage in which the money is spent, logistic 
means are deployed and EcoSec staff and partners are busy carrying out the project 
activities.

b. The results stage: Once the outputs have been produced, they have to be properly used 
by beneficiaries in order to lead to results. The provision of seeds alone will not lead to 
an increase in the harvest! It is only when beneficiaries take ownership of the project 
and carry out all the necessary farming and marketing activities that an increased 
income from crop production may be realized.

While the chain of results is useful for summarizing the main elements of a project, it does 
not provide a sufficient basis for the detailed planning and implementation of a project. In 
particular, the important stage between the outputs and the desired short-term outcomes 
is not documented. This gap in the results chain is referred to as “the missing middle”.

Intervention logic

Implementation Results“Missing middle”

Beneficiaries’ 
overall 

situation is 
improved

ICRC  
acquires 

seeds

Beneficiaries’ 
essential 
needs are 
covered

Beneficiaries 
increase 
income

Beneficiaries 
have seeds

ICRC 
distributes 

seeds

?

Figure 2.9:   Example of a results chain for an agricultural support project There is a large gap between 
the output level (beneficiaries have seeds) and the short-term outcome (beneficiaries 
increase income) with several important milestones missing in the intervention logic.

the impact pathway
The impact pathway – also known as the “causal pathway” or “pathway of change” – is the 
type of intervention logic that is used in the Theory of Change approach.25 The project’s 
milestones are mapped by starting from the intended short-term outcome and working 
backwards.26 The result is a detailed “roadmap” of the project, which lists all situations that 
the project needs to create (e.g. that would not exist without the project). This is especially 

24 The implementation of different types of EcoSec projects is covered extensively in the handbook and basic 
training module M 3 entitled The EcoSec Response – Implementing the Project.

25 For an introduction to Theory of Change thinking, see www.theoryofchange.org.

26 In Theory of Change thinking these intermediate results are referred to as “preconditions”. This reflects the 
fact that mapping starts with the results and works backwards.
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useful for livelihood support or structural projects, where the transformation of outputs into 
outcomes requires a series of steps to be carried out by beneficiaries or project partners. 

Apart from the benefit of providing a detailed understanding of the project’s strategy, the 
Theory of Change approach also emphasizes the importance of the process leading to its 
achievement. Typically, an impact pathway is created in a joint effort involving all parties 
to the project. 

Steps that correspond to elements of the results chain

Intermediate steps not reflected in the results chain

Beneficiaries’ 
overall 

situation is 
improved

ICRC  
acquires 

seeds

Beneficiaries 
have 

increased 
income

Beneficiaries 
have seeds

Beneficiaries 
clear land

Beneficiaries 
sow seeds

Crops are 
tended

Crops are 
harvested

Harvest is 
properly 
stored

Crops sold  
at the  

market

ICRC 
distributes 

seeds

Beneficiaries’ 
essential 

needs

Figure 2.10:   Impact pathway for the same seed intervention as in Figure 2.9. All steps shown in light blue 
are normally missing from the results chain. 

note   (a)  For the sake of simplification, most figures depicting an intervention logic in 
this handbook use the results chain. This is for illustration purposes only; an 
impact pathway could equally be used.

   (b)  In reality, many projects are not linear like the one presented above. Instead 
they have several “branches” An example of a branched intervention logic 
is given in Chapter 3.   

The impact pathway and the solution tree
Goal-oriented project planning is part of the logical framework approach family and continues 
to be widely used as a project planning tool. In goal-oriented project planning, the causes and 
consequences of a core problem (e.g. insufficient food consumption) are identified and displayed 
as a causal network that is referred to as a problem tree.27 The next step is to formulate 
solutions/objectives on the basis of the causes of the core problem. The resulting map of 
potential solutions is referred to as a solution tree. Those who are familiar with the solution tree 
will recognize a strong resemblance between it and the impact pathway. Indeed, they are both 
causal chains that link outputs to expected results. The main difference is the way in which 
they are drawn up, with the solution tree originating from a problem tree, whereas the impact 
pathway is derived backwards from the desired short-term outcome. The development of an 
impact pathway is discussed in greater detail in Section 3.2. 

2.5 THE MONITORING FRAMEWORK
The focus in this section is on the most basic notions that are relevant for EcoSec field 
staff. For those seeking more advanced information on this topic – and on data and 
analysis in general – Acquiring and Analysing Data in Support of Evidence-Based Decisions28 

is a highly recommended resource.

One of the key requirements of RBM is that project progress has to be measurable. Only if 
we know what point we have reached in terms of progress will we know if we are moving 
towards the desired goal. Section 2.5.1 presents the most important types of indicators and 
Section 2.5.2 shows how results can be measured by means of a monitoring framework.

27 For a review of the problem tree method, see the EcoSec handbook entitled Assessing Economic Security, 
ICRC, 2016.

28 Acquiring and Analysing Data in Support of Evidence-Based Decisions, ICRC, Geneva, May 2017, available in 
the EcoSec Resource Centre.



 ECOSEC HANDBOOK

32

2.5.1 Indicators
An indicator is a quantitative or qualitative factor or variable that provides a simple and reliable 
means of measuring achievement, of reflecting the changes connected to an intervention 
or of helping assess the performance of a humanitarian agency (in this case, the ICRC). If it 
is to be useful, an indicator should be closely linked to the intended result of a project, e.g. 
if a child’s health is being assessed, body temperature is a useful indicator. Indicators are 
used to assess an initial situation before a project is launched (baseline value) as well as to 
detect change over time (monitoring and evaluation). Indicators are relevant at all stages 
of the project cycle.
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Figure 2.11: Indicators are selected, used or adapted at different stages of the project cycle.

Indicator types 
There are various types of indicators and considerable variation in the terminology used 
by different humanitarian actors. It is therefore not possible to provide a full overview here. 

One common classification of indicators is based on the project stage in which the indicator 
is used. It makes a distinction between process (activity), outcome and impact indicators.

Type of indicator What does it measure? Example When is it used?

Process (or activity) 
indicator

The progress of project 
activities 

Number of companies that 
received ICRC contributions 
towards salaries for newly 
trained urban IDPs.

In process monitoring 
during the implementation 
stage

Outcome or result 
indicator

The short to medium-term 
effect of the project on 
beneficiaries’ lives

Number of families that are 
able to generate income 
through formal employment.

In results monitoring 
during and after 
the implementation stage

Impact indicator The long-term effects of 
the project at the beneficiary 
or community level

Number of beneficiaries 
that were still employed long 
after the end of the project.

Final evaluation

Table 2.3:   While process and outcome indicators are commonly employed by field staff during 
monitoring exercises, impact indicators are mainly used by experts during a review or 
evaluation.

Another distinction can be made between quantitative and qualitative indicators.

Formulation of 
the specific objectives 
around short-term 
outcome indicators

Indicators are selected and used to 
assess baseline economic security

Collecting data on 
selected indicators

Review and adjustment 
of indicators if necessary

Selecting outcome 
indicators for the result-
monitoring framework 
and setting target values

Selecting process 
indicators for the 
activity-monitoring 
framework

Selecting indicators 
for risk monitoring 
(situation monitoring)

Review indicators for 
learning (what worked 
well, what did not)
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Quantitative indicators: Quantitative indicators refer to something that is directly measureable. 
They are reported as a number or a percentage. 

examples
Percentage of households who have rebuilt their houses; number of households within 
300 m of a water tap; number of beneficiaries visited by a field monitor per month; average 
surface cultivated.

Qualitative indicators: Qualitative indicators can be used to measure personal perceptions 
and experience. Qualitative information is of great value and should not be neglected since 
it is a quick means of gaining an understanding of people’s concerns and priorities.

Useful tip 
Qualitative indicators can be converted into quantitative indicators by using a rating system. 
For instance, the satisfaction of beneficiaries with a veterinary service can be rated from 1 
(poor) to 5 (very satisfactory). The finding could then be “70% of the beneficiaries were very 
satisfied with the assistance received”.

Direct indicators vs proxy indicators
Direct indicators are linked directly to the outcome that is to be assessed. For a project that 
provides support for income, monthly household income would be a good direct indicator.

However, it is sometimes too costly or difficult to collect data by means of a direct indicator, 
in which case it can be useful to use a “proxy” indicator, i.e. an indicator that is less directly 
linked to the outcome but easier to assess.

For instance, conducting a household survey each time you want to assess household 
income may prove to be costly and time-consuming. Instead, counting TV antennas or 
tin roofs on houses in a given settlement could be used as a proxy for household income. 
However, proxy indicators should be used with caution as other factors may influence the 
validity of the indicator.

note 
 For any type of indicator, proper sampling will increase the value of the data. Whenever 
possible, a significant number of beneficiaries should be selected randomly for the survey.

the indicator system
In project design, the individual variable (e.g. an indicator such as body temperature) is 
extended into what is called an indicator system. For this purpose the following elements 
are added to the variable or criterion:

Unit of measurement: Unit of measurement in which the indicator can be quantified, e.g. 
dollars per person and month, meals per day, kg of harvest, etc.

Baseline: The situation of the indicator at the beginning of the project. Normally, the 
information on the baseline is obtained during the assessment.

Target: The intended situation of the indicator at the end of the intervention.

Indicator Unit  
of measurement

Baseline Target

Body temperature °C 39.5° Below 37°

Table 2.4:  To be usable, each indicator need to be expanded into a more comprehensive indicator 
system.
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2.5.2 The results monitoring framework (RMF) or performance 
measurement framework (PMF)

In a complete monitoring framework, the indicator system is accompanied by additional 
information:

The objective to be measured: Summary of the outcome that should be assessed. At the 
level of individual projects, this is the “specific objective”.

Data needed: The kind of data that needs to be collected to obtain the required information 
on the indicator in question.

Data source/means of verification: Where these data will be obtained.

In charge: The person or entity responsible for the data collection.

Together, these elements constitute a results monitoring framework (RMF).

Specific objective:  
By February, 1,200 returnee families from Betoko have increased their maize production by 50%

Indicator system Basics of the monitoring strategy
Indicator/ 
criterion

Unit of 
measurement

Baseline value 
(average)

Target value 
(average) Data needed Means of 

verification In charge Timing

Quantity 
of wheat 
harvested

Bag 10 bags 15 bags
Quantity 
of wheat 
harvested

Household 
interviews

Agronomist 
Field Officer/
local monitor

Second half 
of March

Table 2.5:  Example of a results monitoring framework. A comprehensive RMF may contain several 
indicators and combine qualitative and quantitative indicators.

Note: While the framework that is used to track progress at the level of individual projects is 
usually referred to as an RMF, the framework that is used for planning at an institutional and 
delegation level (PfR), is called a performance measurement framework (PMF). It is embedded 
in the planning and monitoring modules of the PMT.29 It outlines the main elements of the 
monitoring system and articulates performance expectations and time frames.

2.6 MONITORING AND EVALUATION

2.6.1 Key terms and definitions

Monitoring
Monitoring is a continuous process of data collection on specific indicators in order to 
track the progress – or lack of progress – in an ongoing intervention. In addition, it detects 
relevant changes in the environment. The ICRC distinguishes between three main types of 
monitoring: process (or activity) monitoring, results monitoring and situation monitoring. 

evaluation
An evaluation is an independent, objective and systematic appraisal of an intervention, a 
programme, a policy or an operation in terms of recognized quality criteria. Its main focus 
is on medium-term outcomes and project impact.

Review
A review is similar to an evaluation with the exception that it is led by EcoSec at ICRC 
headquarters (“HQ-led review”) or by EcoSec management in the field (“locally-led review”). 
A review is usually triggered by a change in the situation or a decision that needs to be taken 
with regard to a specific programme or strategy.

29 The Planning and Monitoring Tool (PMT), is a web-based tool designed to capture a delegation’s planning and 
monitoring information.
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2.6.2 Purpose of monitoring and evaluation
The three main objectives of the monitoring and evaluation (M & E) process are as follows:

(1) to allow effective project steering by:
 • keeping management and staff informed of progress – or lack of progress – and the 

reasons for it;
 • having timely information on any negative effects that the project may have on people 

or on the environment;
 • ensuring that the project is still in line with the target population’s needs and priorities.

(2) to promote ICRC learning by:
 • enabling managers and staff to understand what contributed to project success and what 

was detrimental to it;
 • archiving and sharing relevant findings so that they are accessible to other EcoSec staff;
 • allowing lessons learned to be applied to future operations so that practices can be 

enhanced.

Monitoring should therefore help to improve the quality of ICRC support for victims of 
conflict over time.

(3) to strengthen accountability by:
 • systematically documenting M & E findings;
 • informing donors, beneficiaries, staff and other stakeholders of the extent to which the 

intervention is meeting its objectives;
 • building greater transparency and accountability with regard to the ICRC’s use of 

resources.

2.6.3 What to monitor and evaluate: the DAC criteria
As stated in Chapter 1, a key purpose of M & E is to find out if and to what extent a project is 
successful. But what does that actually mean? Is a project successful when it achieves its goal? 
When people are happy? Or is a good project one in which the budget was not overspent? 
In reality, the quality of an intervention is not unidimensional but has several facets. These 
different qualitative aspects can be captured through a set of recognized monitoring and 
evaluation criteria such as the OECD Development Assistance Committee (DAC) criteria.30 

Relevance
Relevance is the extent to which the assistance addresses the needs and priorities of the 
affected population. Relevance is a critical criterion for any project!

example
 If winter clothes are distributed to people whose main need is food, the response is not 
relevant.

Appropriateness
Appropriateness is closely linked to relevance and means the extent to which the intervention 
takes account of people’s way of doing things, their culture and tradition.

30 The criteria were developed by the Development Assistance Committee (DAC), which is a branch of the OECD 
(Organisation for Economic Co-operation and Development). They are commonly referred to as the DAC 
criteria.
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 All people affected 
by disaster or conflict  
– women and men, 
boys and girls – have 
the right to life with 
dignity.

The Humanitarian Charter, 
Sphere Handbook

SphereProject.org

The Humanitarian  Charter
A rock-solid foundation for humanitarian response Learn more at SphereProject.org/HumanitarianCharter

Figure 2.12:  “Life with dignity”, an example of inappropriate assistance. Source: The Sphere Project, 
Humanitarian Charter cartoons.

example 
The distribution of pink rabbit costumes to victims of an earthquake who are suffering from 
the cold may be relevant in the sense that people will be better protected against the cold 
but it is not appropriate as it takes no account of cultural acceptability.

effectiveness
Effectiveness is a measure of the extent to which a project attains its objectives. For an EcoSec 
project, effectiveness is a key criterion which is measured at the level of the short-term 
outcome. If a project does not achieve its specific objective, it is likely to have little or no 
positive impact.

example 
If the objective of an intervention is to increase beneficiary income by 30% and no increase 
can be detected at the end of the programme, the project was not effective.

efficiency
Efficiency is an economics term which measures outputs in relation to resources used 
(inputs). A project that delivers all required outputs at minimal cost is thus efficient. In 
practice, efficiency is often used as a selection criterion when alternative response options 
are compared.

example 
 A project that provides water by trucking over a period six months although the same level 
of access to water could have been provided less expensively by repairing a water point is 
not efficient.

While it is an important criterion – especially for donors who naturally wish their money to 
achieve maximum impact – efficiency should not be the primary criterion when lives are at 
risk. A project can be economically inefficient but save many lives or protect a considerable 
number of livelihoods.
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Impact
The impact consists of the intended or unintended positive and negative changes produced 
directly or indirectly by an intervention. It involves the main effects of the project at social, 
economic and environmental levels. It is important to note that the examination should 
cover both intended and unintended results and the positive and negative influences of 
external factors, such as changes in terms of trade and financial conditions.

example 
If the social status of widows is improved through participation in a livestock project, the 
project has had a positive impact on these women’s lives.

Impact is a key criterion. Any humanitarian project should ultimately aim at achieving 
medium-term outcomes and humanitarian impact. In other words, better food consumption 
should result in improved health and nutritional status. Indeed, that is why the project is 
launched. However, while anecdotic evidence of impact can often be gathered, the attribution 
ceiling for individual projects is at the level of short-term outcomes and it is often impossible 
to document how much the project contributed to wider change.

sustainability31

Sustainability refers to whether or not the benefits of a project are likely to continue after 
the project has ended.

example 
A project that enables government agricultural services to produce and provide quality 
seeds for local farmers is more sustainable than a one-off distribution of improved seeds 
since the benefits can be expected to last well beyond the duration of the project.

Generally, the criterion of sustainability is more important in chronic or post-crisis situations, 
where lives are not at risk.

Depending on the scope of the monitoring or evaluation exercise, several of these criteria 
(or others) are combined to provide a full picture of the project achievements.

note 
The DAC criteria are a good tool to understand if and to what extent a project was successful. 
However, it is just as important to understand why something was achieved – or not. Only 
then can we effectively correct mistakes and learn lessons for future interventions. M & E 
findings must therefore always seek to clarify both the degree to which a criterion was found 
to be “achieved” and the underlying causes that led to this outcome.

31 This criterion is sometimes also referred to as “connectedness” – in the sense that the project results occur 
within a specific context and are sustained through means other than those involved in the project once the 
intervention has ended.
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2.6.4 Monitoring and evaluation types
Depending on the project stage and the focus of the exercise, several types of M & E exercises 
can be determined. The main features of the different M & E types are highlighted in Table 2.6.

Situation 
monitoring

Process 
(or activity) 
monitoring

Results  
monitoring

Review Evaluation

Project stage Continuous Implementation Milestones and 
short-term outcome(s)

From short-term outcome to impact

Focus of the 
exercise (DAC 
criteria)

Relevance
Impact

Efficiency Relevance, 
effectiveness, 
coverage

Relevance, effectiveness, efficiency, 
sustainability, impact, connectedness32

Responsible Everyone EcoSec team and 
implementing partners

EcoSec team EcoSec (locally or in 
Geneva)

External consultant(s)

Based on 
(document)

– Activity and resource 
plan

Results monitoring 
framework

Terms of reference Terms of reference

Documents 
produced

Various Distribution report, 
post-distribution 
monitoring (PDM) 
report

Monitoring report Review Evaluation report

Use Various Adjust ongoing 
intervention
Learning

Learning
Accountability

Take decision on 
programme
Adapt strategy
Accountability

Final evaluation
Adapt strategy
Accountability

Table 2.6: The different types of monitoring and evaluation and their main features

The practical aspects of monitoring and evaluation are discussed in greater detail in 
Chapter 3.

32 Extent to which a project is integrated into the wider humanitarian context, e.g. whether a nutritional project 
takes account of the work of government structures and other organizations in related fields?
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 ECOSEC HANDBOOK

42

3.1 STAGE 1: ASSESS AND ANALYSE

As the assessment stage is extensively covered in the Assessing Economic Security handbook, 
this section will be limited to a brief overview.

A regular EcoSec assessment consists of three main steps: situation analysis, forecasting and 
response analysis. The information that should be obtained can be summarized in seven 
EcoSec key questions:

EV
AL

UA
TE

 &
 LE

AR
N

IMPLEMENT & MONITOR

FORMULATE & PLAN

ASSESS & ANALYSE

Figure 3.1: The information that should be provided by a full EcoSec assessment

3.1.1 Situation analysis
The situation analysis is conducted to determine whether people are economically secure 
and if their livelihoods are sustainable. The EcoSec conceptual framework (Section 2.3.2) is 
the tool used for this analysis.

Questions 1-3: Who are the people affected, how many of them are there 
and where are they?
It is crucial to know who is affected by conflict or a disaster as this information determines 
who is entitled to receive assistance. In practice, the assessors and the community will agree 
on one or more criteria for identifying beneficiaries. Examples of common criteria include 
status (IDPs, returnees), exposure to a common shock (residents whose homes have been 
burnt down), weak assets (female-headed households, families with no livestock), lack of 
access to essential services/institutions (people who cannot access the market) and poor 
livelihood outcomes (e.g. eating only one meal a day or not having proper shelter).

Question 4: What are their problems?
In terms of economic security, a “problem” is understood as a gap in one or more of the EcoSec 
core components.33 Individuals or households who present a gap in one of these components 
are economically insecure and likely to qualify as recipients of assistance. In practice, indicators 
are used to measure livelihood outcomes in order to find out if such gaps exist.

33 Food consumption, food production, income, living conditions and the functioning of and access to vital 
services and institutions (see Section 2.3).

Response analysis
7. What should be done

Forecasting
6.  How is the situation likely to evolve; will 

some people’s lives or livelihoods be at 
risk in the near future?

Situation analysis
1. Who are the people affected?
2. How many of them are there?
3. Where are they?
4. What are their problems?
5.  What are the causes of 

these problems? 
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Question 5: Why do they have these problems?
If there is a gap in one or more of the core components, further investigation is needed in 
order to discover the underlying causes of economic insecurity. Economic insecurity usually 
stems from weak or damaged assets, restrictive or dysfunctional PIPs and a challenging 
vulnerability context. A detailed problem analysis should make it possible to identify the 
different causes of economic insecurity. A problem tree can then help to structure the analysis 
further by revealing the exact links between the problems and their underlying causes.

3.1.2 Forecasting

Question 6: How is the situation likely to evolve?
In this step, one or more scenarios for the near future (period of 3-6-months) are formulated 
and a projection is made as to how the economic security of different groups will evolve. Who 
will experience a drastic change in the situation? Which groups are most likely to be at risk?

Forecasting also enables assessors to take account of the time frame within which assistance 
could be provided. Would the assistance still be relevant by the time scheduled for the 
intervention? Will the number of people in need have changed significantly by then?

3.1.3 Response analysis

Question 7: What should be done?
First of all, a decision has to be taken with regard to the type of intervention.34 The main 
points to consider are: 
 • The degree of crisis: How urgent are the needs? Are lives or livelihood at immediate risk? 

If they are, how much time is there before the situation deteriorates?
 • The presence and functioning of local capacities: What role can local services, institutions 

and infrastructure play in the response? What motivation and skills can the response build 
on? The answers to these questions will provide information on whether a full substitution 
of the (local) capacities is required or whether some responsibility can be borne by local 
stakeholders.

Second, a more detailed review of potential response options is carried out. On the basis 
of a number of criteria such as timing, costs, security and so on, the most suitable option 
will then be chosen

In line with the principles of AAP, the decision on how to intervene needs to involve the 
affected population as much as possible.

The response analysis leads to a decision with regard to:
 • the core component(s) that should be the focus of the intervention;
 • the output(s) that will be provided.

34 The three types of interventions are relief, livelihood support and structural intervention.
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3.2 STAGE 2: FORMULATE AND PLAN

EV
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IMPLEMENT & MONITOR

FORMULATE & PLAN

ASSESS & ANALYSE

Figure 3.2:  The main steps in the planning stage

During the assessment stage (response analysis) important decisions are taken with regard 
to the project. In particular:
1. The core problem on which to act (the EcoSec core component) is determined;
2. The response option (required outputs) is selected.

The main role of the project planning stage is now to draw up a detailed intervention plan, 
a strategy that explains how the project is going to work and why. The complete project 
theory will be established by:
3. formulating a clear objective that describes as precisely as possible what the project 

should achieve;
4. developing a detailed intervention logic that explains how the project will reach this 

objective;
5. performing a sound analysis of the external factors that could influence the project (risk 

analysis);
6. drawing up a monitoring framework with specific indicators for measuring progress 

once the project is under way.

Intervention logic

External factors

Intermediate 
resultsOutputsActivitiesInputs

5

4 6
321

Core problem
Objective

Core problem 
solved

I II

Figure 3.3: Points 3 to 6 represent the main steps in project design

The EcoSec project proposal template is the key resource in this second project phase (Annex 1).

Monitoring framework
Formulate the results monitoring framework
Draw up an activity and resource plan
Decide which external factors (risks) need to 
be monitored 

Risk analysis
Formulate assumptions on external factors 
and analyse risks
Perform a stakeholder analysis

Project objective(s) and intervention logic
Formulate SMART objectives
Formulate the intervention logic 
(impact pathway or results chain)
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The scenario: Macondo
Context: The people living in and around the town of Macondo are trapped in a chronic crisis in which several cycles of displacement and return have 
occurred over the past decade. The situation has improved over the past two years and the resident community has been able to resume its livelihood 
activities, which mostly centre on agriculture and trade. Armed groups are still at large in the surrounding forests and hills, from where they launch attacks on 
the government forces. This continues to cause displacement of rural populations and many people flee to relatives in Macondo. The IDPs constitute a major 
burden on the local people, who are struggling to recover economically. Markets are functioning and the demand for agricultural products is high. While past 
efforts have mainly focused on relief for IDPs, the ICRC now wants to help vulnerable residents to restore their livelihoods by increasing their income. 

Figure: General view of Macondo

Affected population (target group): 200 resident households in Macondo

Economic security situation
• Food consumption: acceptable but households have difficulty accessing sources of animal protein.
• Food production: the productivity of the current agricultural systems is low.
• Income: identified households would need 15-30% more income to cover their essential needs in a sustainable manner.
• Living conditions: acceptable but people are struggling to maintain their shelters and to replace essential household items.
• Nutrition: the prevalence of malnutrition is not alarming and in line with the level in the country as a whole. 

Main causes of the problem
• Increased economic pressure due to the presence of IDPs.
• Lack of means of production.
• Poor agricultural skills.
• Government institutions are weak and unable to provide the support needed.
• Animal production has not been able to resume because of widespread looting of livestock by armed groups.

Forecasting: The country’s newly elected president is from the Macondo area. He is expected to keep the town secure. At the same time, there are 
likely to be new waves of IDPs coming into the town. Armed men are expected to maintain their presence in the rural areas, which will not favour 
the resumption of livestock-related activities. A new railway line is being built and will ensure better connections between Macondo and other cities 
in the country. This will be favourable for the future development of trade.

Selected response option: Following several group discussions and consultations with local farmers’ associations and government technicians, 
agreement has been reached on launching a fish-farming project for vulnerable residents and farmers’ associations. Fish farming is considered less 
prone to looting and is already practised by many. However, productivity is low because of suboptimal fish breeding and because ponds are regularly 
flooded because their location is unsuitable. The project will provide the following outputs:
• Training for farmers on improved techniques;
• Provision of tools and materials for the establishment of high standard ponds;
• Provision of a productive breed of tilapia.

Stage l: To begin with, 20 associations with 10 farmers each will be trained and provided with tools and fingerlings. 

Stage ll: Once the associations’ ponds have been well established and are productive, members will be given support to establish their own fishponds.

Case example
To better illustrate the steps of the RBM cycle, examples in this chapter will draw on a fictional 
case study. Following the presentation of the scenario, all text displayed on a grey background 
(as in the following box) refers to the “Macondo” case example. 
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3.2.1 Formulating objectives
Objectives – the planned results of an intervention – are the very core of RBM. Once they 
have been formulated at the start of the planning stage, they determine the direction of 
the work and will guide the process until the project has been completed. At the end of 
the project, results are then compared with the original objectives. Therefore, writing good 
objectives is an essential part of successful project management and should be mastered by 
all project managers.

note 
 While the examples discussed below are mainly at the level of the specific objective (intended 
short-term outcome), the recommendations apply also to other levels of objectives.

Good objectives aim at real change
What is a good objective? First of all, an objective needs to describe real change at the level 
of the beneficiaries. A common mistake is to fall into the “activity or output trap” and to write 
output-oriented objectives:

No Beneficiaries each have a new fishpond stocked with productive Tilapia.

If this objective is achieved, the project activities have been carried out correctly and the 
goods and services (construction of a pond and provision of fish) have been received by the 
beneficiaries. However, it does not tell us whether the project has had any effect on people’s 
economic security. If ponds are poorly managed, polluted or destroyed, they will not be of any 
benefit. Furthermore, if there is no market access or if potential customers do not have money 
to buy the fish, the project’s contribution to the household’s economy will remain limited. 

We should therefore aim at formulating objectives that target real economic security change, 
as in the following example:

Yes Beneficiaries have increased their income through fish production.

If this objective is achieved, the households are successfully using the fishponds to generate 
income which should normally enable them to better cover their essential needs. 

Good objectives are sMARt
In addition to targeting change at the level of economic security, good objectives need to 
fulfil several other criteria. An easy way to write good objectives is by making them SMART:

s Specific

M Measurable

A Achievable

R Relevant

t Time-bound

Specific
The intended changes must be described precisely. What exactly will change? To what 
extent? For whom?

The above example could thus be reformulated as follows:

   200 resident households in Macondo have increased their monthly income by an 
average of 20%.
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Measurable
Measurable objectives are a precondition for subsequent monitoring and evaluation. If we 
cannot measure the intended change, we will not know if it was actually achieved and to 
what extent.

note 
 The EcoSec reference framework35 provides a (non-comprehensive) list of recommended 
indicators for each of the EcoSec core components.

Achievable
Setting unrealistic objectives will impede project success. If we attempt to increase income 
by 70% through fish farming, the project will most likely fail to achieve its objectives simply 
because the target of 70% is too high. Although it may still create positive outcomes for 
the beneficiaries, the evaluation will conclude that the project failed since the objectives 
were clearly not attained.

Relevant
A relevant objective is one that addresses the real needs and priorities of the beneficiaries 
as identified during the assessment stage. 

In our example case, the assessment showed that people had difficulty in covering essential 
expenditure and were at risk of incurring debt. This gap could be closed by raising average 
income by 20%. In addition, an increase in fish production should help improve people’s 
food consumption as their present diet is low in animal proteins. 

Time-bound
Every objective should include a deadline that specifies by when the planned changes should 
be achieved. In the case of Macondo, it should be possible to achieve the objective (Stages 
1 and 2) within a time frame of 18 months.

Finally, every specific objective should contain a statement about how it is going to be 
achieved. In the example case, the income will be increased through the provision of support 
for fish farming.

The full specific objective (SO) could thus be expressed as follows:

35 ICRC, EcoSec reference framework for the civilian population, ICRC, Geneva, April 2016, available on 
the EcoSec Resource Centre.

By [allow an 18-month period from project start], 200 vulnerable resident households in Macondo 
have increased their average monthly income by 20%. This will be achieved through the provision 
of productive tilapia fingerlings, tools and training on improved fish-farming practices.

Figure 3.4:  During the first stage in the project, it is essential for the members of each group to be given 
close technical support.
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the ecosec reference framework contains pre-formulated sos for all core 
components
The EcoSec reference framework is intended to facilitate the writing of specific objectives; 
it provides a pre-formulated specific objective for each EcoSec core component. The details 
simply need to be filled in.

Specific objective: Income support
XX [target population] in [location(s)] XX have protected/ restored/ improved their income, so that 
by XX [month]:
• [household income reaches at least XX per capita] or
• [household income represents XX% of the cost of the minimum consumer basket or XX% of 

the poverty line] or
• [household income reaches at least XX% of the pre-crisis (or current) amount] or
• [XX% of the household budget comes from income generated by the transfer/activity] or
• [households can save at least XX per month from the transfer/activity].

This will be achieved through [specify the type/content of EcoSec intervention].

Figure 3.5:  Pre-formulated SO for income support projects from the EcoSec reference framework. 
The bullet points list alternative indicators that can be used to make the core component 
in question specific and measurable.

Projects with multiple objectives, e.g. cash-for-work projects
For anyone who has worked on cash-for-work (CfW) projects, a question may arise here. 
What happens when an intervention combines several objectives that provide support for 
different beneficiaries? CfW projects typically have a double benefit:
1. They provide a temporary source of income for vulnerable households (direct benefi-

ciaries of the project). 
 à This is a relief intervention.36

2. They are used to carry out work that benefits a wider range of people or an entire com-
munity (indirect beneficiaries). Typically, CfW projects build/rehabilitate vital infrastructure 
such as a roads, irrigation schemes or markets. 

 à  If they strengthen an element of the PIPs, such interventions can be considered as structural 
interventions.37

Figure 3.6:  Beit Lahia, Gaza, This cash-for-work project had the double objective of providing vulnerable 
households with income and improving an important road for local trade.

36 There is some flexibility here with regard as to the core component/SO under which the cash-related 
objective of a CfW project should be included. Some users place conditional cash under “income support” 
while others use an SO (and associated indicators) related to essential needs (such as other essential 
expenditure, food consumption or living conditions). In reality, it is the assessment that will provide 
information about the most important gaps that this cash should help to “fill”.

37 With regard to the SO to use for this structural part of the project, many projects can be seen as supporting 
food production, while others may aim at generating or restoring income. Here too, it is the assessment 
that should tell us the benefits that the restored piece of infrastructure or other target may have for the 
community.
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CfW projects are therefore “two projects in one”. While this is in itself a good thing – two 
things can be achieved simultaneously – the design of such projects often lacks clarity. 
This results in incomplete project proposals and confusion about objectives and indicators.

While the first and main SO for any CfW project should be, by default, the income-generating 
aspect, the importance of the second objective (structural part) may vary considerably and 
the project manager will have to decide the weight that should be attributed to it. However, 
if the project is to be more than “occupational therapy”, a project theory needs be developed 
for both objectives and monitoring and evaluation should cover both objectives. 

3.2.1 
3.2.2 Formulating the intervention logic
The intervention logic is the project’s strategy. It describes how the project’s outputs will be 
delivered (implementation stage) and explains how those outputs will lead to outcomes (results 
stage). It does so by breaking down the project process into a sequence of causes and effects.

The results chain and the impact pathway are two types of intervention logic; they are 
described in detail in Section 2.5.

Using the results chain
For a simple non-recurrent food distribution in which the output (beneficiaries have 
food) is directly transformed into a short-term outcome (beneficiaries improve their food 
consumption), a results chain may be enough to summarize the project strategy.

Output immediately converted to result

Positive 
humanitarian 

impact 
Food parcels

Improved 
economic 
security

Food 
consumption 

improved
Beneficiaries 

have food
Food 

distribution

Figure 3.7:  For simple interventions in which outputs are immediately converted into results, the results 
chain can be a good way to summarize the intervention. Note, however, that even in such a 
simple case, there are some important intermediate steps – food storage and cooking – that 
do not appear in the results chain.

For more complex projects such as livelihood support projects or structural interventions, 
in which outputs need to be properly handled and put to work to generate the planned 
changes, the results chain is not sufficient as a project theory. This is primarily because it does 
not provide information on what happens between the output and the short-term outcome 
level. This major weakness of the results chain is also referred to as the “missing middle”.

Several intermediate steps need to be completed

Desired 
humanitarian 

impact

Trainer is 
deployed

ICRC has tools 
and fingerlings

Economic 
security 
restored

Income 
restored

Beneficiaries 
have new 

skills

Beneficiaries 
have tools and 

fingerlings

Train BNF

Distribution 
of tools and 
fingerlings

?

Figure 3.8:  The gap between outputs and the short-term outcome level is a major weakness of the results 
chain.



 ECOSEC HANDBOOK

50

Formulating an impact pathway
For projects that a transformation of outputs in order to achieve results, the recommended 
approach is to develop an impact pathway.38 This is how it is done:
 • Starting from your specific objective (e.g. “beneficiaries increase their income”), you work 

backwards and deduct all necessary intermediate steps39 (milestones). To do this, you 
have to ask yourself what has to happen for the income to be increased. The answer is 
“fish have to be sold in the market”. Then ask yourself what has to happen so that benefi-
ciaries can sell fish in the market. Answer: “The marketable fish are harvested.” Continue 
this reverse mapping until you reach the output or activity level.   
à  Unlike external factors (see Section 3.2.3), all these intermediate steps/milestones are 
integral parts of the project.

 • The impact pathway should be represented visually as a kind of project map. It can be 
drawn or made-up of “post-its” or pictures like a collage. Like other project documents, 
it is a working tool that should be reviewed and updated regularly.

 • In Theory of Change thinking, the process of establishing an impact pathway is just as 
important as the result.40 It is highly recommended that the intervention logic be developed 
in a participative manner, involving all team members as well as beneficiaries and other 
key stakeholders. The discussions about the individual steps in the project, their sequence, 
etc. will help make the underlying assumptions41 visible and will ensure a common 
understanding of the process.

38 The concept of an impact pathway, causal pathway or pathway of change is derived from the Theory of 
Change approach, which is not discussed in this handbook. For an introduction to Theory of Change thinking, 
see www.theoryofchange.org 

39 In Theory of Change thinking, these are also called “preconditions”.

40 It is important to note that the Theory of Change approach is not a rigid, formalized process. While the 
procedure described is generally part of the method, there is room for significant variation in the overall 
process. This is intentional and practitioners consider it one of the strengths of the approach.

41 For example, beneficiaries and ICRC staff may have different assumptions about how the fish will be sold, 
i.e. the market to be used, how to get there, how frequently the fish will be sold, who the buyers are, etc. 
Discussing these individual steps in detail will therefore lead to agreement on many details of the project.
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Accountability ceiling

Improved health 
& nutrition

Essential HH needs 
are covered

Income increased 
by 30%

Fish sold  
in the market

Fish are  
harvested

Ponds are 
maintained

Ponds are stocked 
with fish

Provision of 
fingerlings

Ponds are filled 
with water

Fishponds are 
excavated

Beneficiaries have 
tools

Beneficiaries have 
proper skills

Distribution  
of tools

Training  
of beneficiaries

Other projects  
and initiatives

Other projects  
and initiatives

Activity

Intermediate result
Output

Result

Figure 3.9:  An impact pathway for the second stage of the Macondo project. The first stage consisted of 
establishing fishponds with farmers associations (not shown here). The second stage then 
multiplied the project by providing support for individual members of the associations.
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the intervention logic and exit strategies42

Another question that must be asked is: Where does our responsibility to the beneficiaries 
end? As we have seen, individual projects should achieve short-term outcomes but can 
only contribute to medium and long-term outcomes. In reality, this gradual handover of 
responsibilities should not be a random occurrence but a well-coordinated process. There 
should be a clear strategy with regard to how beneficiaries will manage after the project has 
ended. Such strategies are called exit strategies. The three basic scenarios are: phasing out, 
phasing down and phasing over.43 They are explained in Table 3.1.

Description Example Typical context

Phasing down Phasing down is a gradual 
reduction of programme 
activities. The reduction of 
resources employed by the 
ICRC is often coupled with a 
partial shift of responsibility 
to local stakeholders.
Phasing down is often a 
preliminary stage to phasing 
out and/or phasing over.

After several rounds of 
blanket food distribution, 
the ICRC shifts to targeting 
particularly vulnerable 
households and self-targeting 
schemes such as 
cash-for-work.

The transition from acute to 
chronic crisis, when relief 
activities are reduced

Phasing out The ICRC fully withdraws 
its involvement without 
turning a programme over 
to another organization for 
continued implementation. 
Ideally, a programme is 
phased out after permanent 
or self-sustaining changes 
have been realized, thus 
eliminating the need for 
additional external inputs.

The ICRC withdraws after 
completion of a livelihood 
support intervention that has 
provided beneficiaries with 
quality inputs and improved 
skills.

During the transition from a 
chronic crisis to a post-crisis 
situation. If people have been 
able to resume livelihoods 
and essential institutions and 
services are working properly, 
there is no need for further 
support.

Phasing over The ICRC transfers 
programme activities to local 
institutions or communities. 
During programme design 
and implementation, 
emphasis is placed on 
institutional capacity-building 
so that the services provided 
can continue through local 
organizations.

The ICRC withdraws after 
a structural intervention 
that successfully built local 
capacities.

A chronic or post-crisis 
situation in which structural 
interventions that focus on 
building local capacities are 
implemented

Table 3.1: Basic typology of common exit strategies

Ultimately, it is not important what we call our withdrawal strategy. What matters, however, 
is that each project includes an exit strategy that specifies how the transition from short-term 
outcomes to medium and long-term outcomes will be managed. The exit strategy must be 
documented in the project proposal.

42 For further elements on exit strategies and programming refer also to handbook entitled The EcoSec Response 
– Implementing the Project.

43 See also Alison Gardner, Kara Greenblott and Erika Joubert, What We Know About Exit Strategies, Practical 
Guidance For Developing Exit Strategies in the Field, C-SAFE Regional Learning Space Initiative, 2005.
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3.2.3 Identifying important external factors and analysing 
the associated risks44

Many EcoSec projects are conducted in complex and volatile environments in which many 
external factors can influence project progress and its outcomes. This section shows how 
risks linked to external factors are analysed and taken into account.

terminology: Risk vs assumption
Any external factor that can prevent a project from succeeding represents a potential risk. If 
you are planning a seed distribution, climate is an external factor and unfavourable climate 
is a risk for your project since crops are likely to underperform. In project management, 
the identified risks are formulated positively as assumptions. The assumption regarding the 
weather conditions would be that the climate will be favourable for agriculture. 

Assumption
Climate is favourable 

for agriculture

Risk
Climate is not favourable  

for agriculture

 

Figure 3.10: An assumption is a positive formulation of a risk and vice versa. 

Obviously, only one of the two statements can be true in any given case. Once the project 
has been launched, climate will be either favourable or unfavourable for agriculture but it 
cannot be both.

How to identify external factors that are relevant to the project
All external factors that have the potential to considerably delay or disrupt our project have 
to be identified, analysed and if necessary, taken into account in our project theory, either by 
adjusting the intervention in order to reduce a particular risk (use pesticides to protect crops 
from pests) or, if that is not possible, by actively monitoring the factor in question (climate).

An easy way to identify relevant external factors is to look at each individual stage in the 
intervention logic and ask ourselves what conditions need to exist in order for the project to reach 
the next stage. In the case of the fishponds, for example, we can consider the following step:

If Then

And

Fish are harvested

• Ponds are not looted or poisoned. 
• There is no outbreak of disease.
• People are not displaced.

Ponds are maintained

Figure 3.11:  At each step of the intervention logic there are some conditions that need to be fulfilled in 
order for the next step to be achieved.

44 “External” simply means that they are not part of the project. There may also be some challenges linked to 
internal factors (ability to mobilize resources on time, proper registration of beneficiaries, etc.) but they are 
essentially under the control of the ICRC and good planning can keep potential risks to a minimum.
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If we add the relevant external factors, the intervention theory for this step becomes: 

  “If ponds are maintained AND these three assumptions hold true, then fish can be 
harvested.”

Likewise, essential external factors exist at every step of the intervention logic, starting 
from the procurement of inputs45 and extending until the final result steps. It is important 
to bear in mind that all these conditions are necessary for project success and that if even 
just one assumption does not hold true, the project can fail entirely or partially. For this 
reason, the identification and analysis of external factors (referred to as risk analysis) is a 
key step in project planning.

Whenever possible, this exercise should also be carried out in a participative manner as this will 
help to expose underlying assumptions. For example, you may not be aware that fish-eating 
birds can be a problem at a particular time of the year and that protective measures need to 
be taken. Likewise, beneficiaries may not know that it is important to prevent cross-breeding 
of different generations of tilapia fish. Therefore, an in-depth review of the intervention 
logic together with experts and beneficiaries is recommended as a means of identifying all 
relevant factors.

note 
 If possible, also consult lessons learned in previous similar projects. To do so, check locally 
(experts, other organizations) as well in the ICRC’s archives or in the EcoSec Resource Centre.46

Analysing risks
One simple way of analysing external factors and the associated risks is by using a decision 
tree such as the one presented below:

No further action  
required

This is a constraint:  
adapt the project

This will not happen:  
do not include

This will happen:  
re-think the intervention

1

2

3

4

YES

YES

YES

YES

NO

Can the assumption be verified?

Is the assumption correct?

Is the risk near zero?

Is the risk near 100%?

Can the risk be managed  
by adapting the project?

This will remain an assumption
Include in project  
proposal/logframe

YES

NO

NO

NO

NO

Figure 3.12:  A decision tree for analysing risks: each assumption/risk should be analysed individually. 
The four highlighted steps are discussed below.

45 The first step in many interventions is the mobilization of resources such as seeds, vaccines or cash (for cash 
transfer programmes). The first assumption is therefore that “the required quantity and quality of inputs are 
available”.

46 A collection of lessons learned for EcoSec projects should be available at a future date.
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Step 1: Can the assumption be verified? Is it correct?
First, we determine whether the assumption can be verified or not at this point in time (during 
the assessment and planning stage). In this regard, external factors can be divided into two 
categories:

a. Conditions that we believe exist already, without our intervention; these are referred to as 
“existing conditions” Most of them are verifiable at the assessment and/or planning stage 
and need to be researched as a part of the feasibility study.

examples 
Sufficient running water is available for irrigation; beneficiaries have adequate skills for 
vegetable gardening.

à  Assumptions that are found to be correct (sufficient water is available) do not need 
to be followed up.

à  Assumptions that are found to be wrong (beneficiaries have adequate skills) need 
to be analysed further.

b. Conditions that we believe will exist in the future, even without our intervention. These 
factors are not verifiable at present. 

examples 
Climate will be favourable for agriculture; people will not be displaced; crops will not be 
destroyed by pests.

à  Assumptions that are wrong or that could not be verified need to be analysed further. 

Step 2: Can the risk be managed by adapting the project?
If an assumption is wrong or cannot be verified, the next step is to see if the project can be 
adjusted to avoid or reduce the risk. This is called “risk mitigation”.

For the purpose of mitigating risk, external factors can be viewed from the perspective of 
the Sustainable Livelihoods Framework. Depending on the origin of the risk, the potential 
for mitigation and the strategy will differ, as shown in Table 3.2. 

Examples Possible mitigation strategies

External factors 
relating to benefi-
ciaries’ assets and 
attitude*

Beneficiaries’ motivation and 
skills, their ability to work
Ownership of productive 
assets, etc.

If necessary, most of these factors can be managed by 
including them in the project (strengthening/providing assets).
Weak agricultural skills can be strengthened through training; 
missing tools can be replaced, etc.
Note 
Poor motivation among beneficiaries is a major risk. It may 
be reduced through measures that strengthen accountability, 
.e.g. participation.

External factors 
relating to PIPs** 

Functioning power network, 
credit availability, enabling 
legal framework, etc.

It may be possible to influence some of these factors though 
support or persuasion.
Credit can be made available, a bridge can be repaired, local 
authorities may be persuaded to revise a restrictive policy, etc.

External factors 
linked to the 
vulnerability 
context

Insecurity, climate, outbreak 
of diseases, etc.

These factors cannot be influenced directly but some mitigation 
strategies may be possible (vaccination, choice of drought 
resistant seeds, etc.). If the remaining risk is substantial, 
the project will need to be reconsidered or abandoned.

*  In principle, beneficiaries are an integral part of the project rather than an external factor. However, wrong assumptions 
about beneficiaries’ skills and motivation are a common project planning error and often lead to poor outcomes. 
An assessment of these factors is particularly important for projects in which the involvement of beneficiaries in 
the decision-making process is weak.

**   In particular, external stakeholders (i.e. not project partners) such as authorities, other agencies or market operators 
could have a positive or negative influence on the project. This case is discussed under stakeholder analysis in 
Section 3.2.4.
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Table 3.2:  The extent to which risks can be mitigated depends closely on the type of external factor.

Step 3: How likely is the risk?
For risks that cannot be (fully) managed by adjusting the project, we should try to assess the 
likeliness of it occurring. While it is not possible to determine future climate with certainty or 
whether a population will be displaced or not, a reasonable prediction can be made on the 
basis of past occurrences. Looking at secondary data and speaking to the people (historical 
timeline) can provide valuable information in this regard.

If events are not very likely to take place (drought occurs roughly once every ten years on 
average), we assume that they will not occur.

On the other hand, if the likeliness of risks occurring is high or very high, they are a strong 
threat to the positive outcome of the project. If displacement would lead to the failure of 
the project and the beneficiary population has been displaced three times over the past 
five years, we may need to reconsider the entire project since the likeliness of another 
displacement is high.

Step 4: Residual risks
Some risks cannot be fully managed and are neither very likely nor unlikely to occur. These 
residual risks need to be documented in the project proposal together with any risk mitigation 
strategies. Residual risks should be actively monitored during the implementation stage.

The table below illustrates these four steps in the case of the Macondo project.

Assumption Can it be 
verified?

Is the 
assumption 
correct?

Can the risk 
be managed/
mitigated?*

Is the 
risk near 
zero?

Is the 
risk very 
high?

Conclusion

Fingerlings are available 
for stocking ponds.

Yes: study market, 
consult specialists.

Yes – – – Assumption is 
correct; no need 
for action.

Beneficiaries are not 
displaced.

No, we cannot 
know if there will be 
a displacement in 
the future. 

Unknown No No No This will remain 
an assumption – 
need for continuous 
monitoring.

Beneficiaries are able to 
mobilize the necessary 
labour force for 
excavation of ponds.

Yes: consultation of 
beneficiaries, key 
informants.

Yes, beneficiaries 
confirm they can 
do it.

– – – Assumption correct.

Running water is 
permanently available.

Yes Yes: streams never 
dry up.

– – – Assumption is 
correct; no need 
for follow-up.

Beneficiaries remain 
motivated throughout 
the process.

No Unknown Beneficiary 
motivation is 
crucial. A letter of 
agreement should be 
signed to maximize 
compliance.

No No This will remain 
an assumption – 
need for continuous 
monitoring.

No outbreak of diseases 
will occur.

No, but experts 
should be 
consulted.

Unknown Disease-prevention 
measures should 
be included in 
the training.

No No This will remain 
an assumption. 
Fish condition 
should be 
monitored 
continuously.
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Assumption Can it be 
verified?

Is the 
assumption 
correct?

Can the risk 
be managed/
mitigated?*

Is the 
risk near 
zero?

Is the 
risk very 
high?

Conclusion

Ponds will not be looted 
or poisoned.

No Unknown Difficult to mitigate. No No This will remain 
an assumption. 
If problems arise, 
see if Protection 
can intervene with 
military/armed 
groups – need 
for continuous 
monitoring.

The demand for fish will 
remain high.

Current prices are 
stable with only 
minor fluctuations.

With the arrival of 
the railway workers, 
prices expected to 
increase.

No No No Monitor fish market.

*  There are significant differences in the timing and duration of the external factors since some conditions are important only at a certain stage 
(e.g. considerable labour force is required only while the ponds are being built) while others remain important throughout the project (e.g. people 
are not displaced).

Table 3.3:  A (non-comprehensive) list of risks for the Macondo project. Residual risks that cannot be fully 
avoided/mitigated will need to be monitored.

Do no harm: analysing and preventing risks that originate from the project 
itself

 We humanitarian 
agencies are aware 
that attempts to 
provide humanitarian 
assistance may 
sometimes have 
unintended adverse 
effects. In collaboration 
with affected 
communities and 
authorities, we aim to 
minimise them.

The Humanitarian Charter, 
Sphere Handbook

SphereProject.org

The Humanitarian  Charter
A rock-solid foundation for humanitarian response Learn more at SphereProject.org/HumanitarianCharter

Figure 3.13:  Humanitarian projects sometimes have negative effects for some people. Source: The 
Sphere Project, Humanitarian Charter cartoons.

The “do no harm” principle is a professional and moral obligation for all humanitarians. 
It means that, insofar as possible, our projects should not lead to any negative effects for 
beneficiaries or other population groups. Just as we have to investigate the risks for a project 
that stem from the environment, we should also analyse the potential damage that our 
projects could do. Some examples of negative consequences of EcoSec projects and possible 
mitigation strategies are listed in Table 3.4.
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Negative 
consequences of 
EcoSec projects

Example Possible mitigation strategy

Reduced sales for 
market operators

A large in-kind distribution of food or non-food 
items will have a negative effect on demand. 
This will cause losses for traders who have 
those items in stock.

Where possible, consider a cash or voucher 
intervention, which would also allow local 
businesses to benefit from the intervention.

Increase in market 
prices

Humanitarians are depleting local market 
stocks by buying large quantities directly 
or by giving cash or vouchers to beneficiaries. 
If goods become scarce, prices are likely to 
increase. This will affect non-beneficiaries.

Assess the market supply capacity. 
If the capacity is limited, consider in-kind 
assistance or a combination of cash 
and in-kind assistance.

Tensions in the host 
community

IDPs are living with host families. An ICRC 
intervention targets the IDPs only. This leads 
to tension with the residents who are sharing 
their food and accommodation with the IDPs.

Involve host families in the process.
See if they can benefit from other 
programmes (health services, WatHab). 
Consider the possibility of assisting host 
families (relief or livelihood support).

Assistance ends up 
with weapon bearers

After a distribution, armed men are seen 
in possession of ICRC assistance items. 
This is a threat to the perception of the ICRC 
and its neutrality may be challenged.

Where armed groups are close to 
beneficiaries, this cannot be entirely 
avoided. However, if the risk is identified, 
every effort should be made to target 
only non-combatants. Sensitization of 
the beneficiaries could also help to reduce 
this risk. 

Undermining of existing 
coping mechanisms

A female-headed household is supported 
regularly by relatives. When the household 
is singled out to receive assistance, this 
solidarity ends. When the assistance 
programme ends, the household can no 
longer count on the previous regular support 
from the social network.

Understanding social networks is crucial 
before targeting individual households. 
Attempt to build on and strengthen existing 
positive coping strategies.
Have a clear exit strategy!

Overcrowding and 
increased pressure on 
local resources

Providing centralized relief for an easily 
accessible IDP site triggers further movement 
of populations. People move to where they 
think they will be assisted. This leads to 
crowded living conditions and puts increased 
pressure on the local infrastructure and 
natural resources.

This cannot be totally avoided. However, it 
is important to assess population dynamics, 
especially of IDP groups, before implementing 
a programme that could trigger further 
population movements. 

Table 3.4:  Some examples of negative consequences of EcoSec projects. Awareness of potential risks is 
crucial in anticipating and minimizing negative effects.

When is the risk analysis carried out?
Risk analysis is a continuous and iterative process which should start as early as possible! This 
means that during the assessment, when potential response options are first identified, we 
already need to start collecting as much relevant information as possible on the feasibility of 
the most likely response(s). A more detailed and conclusive feasibility study may take place 
once the detailed review of response options has been conducted and an intervention logic 
has been developed. This also implies the likely need to collect additional information on 
project feasibility long after the assessment stage.

3.2.4 Stakeholder analysis

What is a stakeholder analysis and why is it needed?
Sometimes a project fails simply because influential local actors (stakeholders) are not 
supporting it or are even actively undermining it. To limit the risk of this happening, a good 
understanding of the interest of local stakeholders and their ability to influence the project 
is necessary. Stakeholder analysis is especially relevant in complex operational contexts 
involving a variety of actors with divergent interests.
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How does a stakeholder analysis differ from an assessment?
During assessment, important actors such as armed groups, host families, authorities or 
other organizations that are relevant to the target population are identified and their role 
is documented in the situation analysis. However, the focus of the situation analysis is on 
the actual or potential influence that these actors have on the population’s general situation. 
When a response is planned and the intervention logic has been outlined in detail, it is useful 
to assess the positions of the main actors with regard to the intervention itself. Is the project 
likely to affect them? Will they support it or be opposed to it?

How to carry out a stakeholder analysis
The information that should be provided in a stakeholder analysis can be summarized in 
three basic questions, as follows.

1. For which actors is this intervention likely to be relevant?
Depending on the type of intervention, it may be of relevance to a range of local actors. 
A detailed intervention logic should prove helpful in identifying stakeholders.

2. How would they be affected by the project?
Are their interests in line with the project’s objective and methods or could there be a 
conflict of interest? Are they likely to suffer material loss or a decrease in their influence or 
reputation? These are not easy questions to answer as it requires knowledge of stakeholders’ 
real motivations. While the interests of some groups such as market traders are generally 
transparent and easy to understand, other actors may have interests that they do not wish 
to state publicly.47 In such cases, reliable sources of information are crucial if a realistic 
picture of local economic and power networks is to be gained.

3. How could potential conflicts of interest be mitigated without compromising the project?
If you are unable to accommodate the (economic) interests of one or more groups that are 
likely to be negatively affected by your project, ask yourself what influence they might have 
on the project.48 Can it be carried out as planned or should the approach be reconsidered?

stakeholder matrix
An easy way to summarize interactions between the project and stakeholders is by presenting 
them as a matrix.

example 
 In an IDP camp in Iraq, assistance for new arrivals has been provided in the past through 
local partners such as the political authorities, the National Society and influential local 
representatives. Now EcoSec is planning to strengthen accountability to its beneficiaries. 
The idea is to empower them by creating IDP committees and involving them more actively 
in the main steps of the assistance process (registration, distribution, monitoring). However, 
a number of influential local stakeholders will be cut out of the process as a result. One of 
the influential local representatives (a local “strong man”) tells the ICRC that “the decision 
to exclude him from the process means that he can no longer guarantee the ICRC’s safety 
in a specific neighbourhood”.

 Table 3.5 gives an overview of the main challenges and mitigation strategies for this case.

47 While corruption and fraud are very common in many of the war-torn countries in which the ICRC works, they 
remain taboo and people are reluctant to talk about them. If a project interferes (probably unintentionally) 
with these grey areas of the local economy, it can lead to passive or active resistance from those who are at 
risk of losing business. In extreme cases, staff security can be compromised.

48 By the very nature of its work, the ICRC will never be able to please everyone. Typically, assistance given to 
the victims of one conflict party may be seen by the other party as support for the opposition. Management 
therefore needs to negotiate the scope for humanitarian action with the parties to the conflict.
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Stakeholder How would the 
stakeholder be affected 
by the project?

Likely position towards 
the project

Possible mitigation 
strategies

IDPs Will be empowered by 
stronger involvement in the 
process.

Will accept and support the 
approach.

No mitigation needed.

Residents Some residents are 
now (wrongly) receiving 
assistance, which is 
creating tensions within 
the community. A better 
registration process could 
prevent this.

Are likely to favour a more 
equitable and transparent 
process.

Make sure residents are 
aware of the changes and the 
new system; involve them in 
the transition process.

National Society Currently has considerable 
influence over the process. 
This could be reduced by 
empowering IDPs.

Will lose influence and 
visibility. Not clear to what 
extent they may disapprove. 

Make sure the National 
Society still has a strong role 
in the new process.

“Strong men” from 
the local community

They are currently able to 
allocate some shares to their 
“constituents”. With the new 
system this would no longer 
be possible. 

Highly likely to oppose the 
project since they will lose 
influence. One has already 
threatened ICRC with 
“compromised security”. May 
resort to stronger measures 
of intimidation to preserve the 
status quo.

Engage in an open dialogue. 
Emphasize benefits for the 
resident community:
•  Assistance to IDPs reduces 

the burden on residents.
•  Some services (health, 

water) also benefit 
residents.

Request security guarantees. 
If they are not granted, the 
proposed changes may need 
to be reconsidered.

Local authorities Currently present themselves 
as “allocating” the 
assistance. They would 
lose visibility under the new 
system.

Not favourable to the changes 
as their visibility/reputation 
would be undermined.

Keep officials well informed, 
engage in an open dialogue.

Other humanitarian 
organizations

They are using the same 
mechanisms used by 
the ICRC so far. If the 
ICRC changes, this may 
put pressure on them to 
reconsider their assistance 
procedures.

May be unhappy as the 
upgrading by the ICRC would 
further expose flaws in the 
current system.

Engage in an open dialogue 
from the beginning. Explore 
the possibility of creating 
potential synergies (e.g. 
through the IDP committee).

Table 3.5:  Stakeholder matrix that summarizes the potential interactions between the project/new 
approach and the local stakeholders

Diagram of interactions
An alternative way of illustrating complex power relations is to draw a diagram of interactions. 
The arrows between the stakeholders are used to indicate different types of relations 
(solidarity, pressure) as well as their importance (thin vs thick arrows).
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Armed  
groups

Regular  
army

Fish  
traders

Ministry for 
fish and animal 

resources

ICRC

IDPs

Residents  
(beneficiaries)Burden

Competition?

Relationship  
of pressure/power

Relationship  
of support/solidarity

Figure 3.14:  A diagram of interactions is a useful tool for illustrating relations between important 
stakeholders.

3.2.5 Designing the monitoring frameworks
As stated in Section 1.3.2, one of the main requirements of RBM is that project progress should 
be monitored continuously in order to allow effective steering and learning.

For this purpose, monitoring frameworks are drafted during the planning stage. They contain 
the key indicators and set out a clear monitoring strategy. Two monitoring frameworks are 
relevant to individual EcoSec projects: the results monitoring framework (RMF) and the 
activity – or process – monitoring framework (also referred to as the activity and resource 
plan or plan of action).49 

Impact

Short-term outcomes

Accountability ceiling for individual projects

Activity monitoring framework 
Documents how activities and delivery 
of outputs will be followed up.
Is based on the activity and resource plan.

Framework for an evaluation or review
Not drawn up for individual projects.  
Based on terms of reference for the evaluation/
reviewMedium-term outcomes

Activities

Outputs

Inputs

Results monitoring framework 
Outlines how progress towards and  
achievement of the results will be monitored. 

Milestones

Figure 3.15:  Activity and results monitoring each make use of a monitoring framework that allows 
project implementation and progress towards results to be monitored. The frameworks are 
drafted during the design stage.

49 The frameworks for evaluation or review exercises are not linked to individual projects. They are drawn up as 
needed on the basis of the delegation’s operational planning. Further details are not provided in this handbook.
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More specifically, the purpose of a monitoring framework is to set out a clear plan with 
regard to:
 • what should be measured and how the results will be analysed;
 • when it should be measured;
 • how it should be measured; 
 • who should do it.

note
For a general introduction to monitoring frameworks see Sections 2.6 and 2.7.

3.2.6 Drafting the results monitoring framework50

The results monitoring framework (RMF) is at the heart of the monitoring strategy and defines 
how the project’s main objectives will be monitored. It is drawn up once the intervention 
logic has been validated through the risk analysis. When drafting the RMF, project managers 
may still make adjustments to the specific objective to ensure that it is formulated around 
the most appropriate indicator(s).

Results monitoring framework
Specific objective

Indicators
Data required Timing Source of data In charge

Description of indicator Baseline Target

Outcome indicator 1

Outcome indicator 2

Outcome indicator 3

Table 3.6:  Basic structure of the results monitoring framework

The RMF is an integral part of the project proposal format and a requirement for any EcoSec 
project.

selecting the level(s) at which change should be measured
In Section 3.2.2 we saw how the intervention logic can be used to illustrate how outputs 
are transformed into one short-term outcome (used for the SO). However, a comprehensive 
intervention logic should also anticipate how the achieved short-term outcomes will be used by 
beneficiaries. Will the food produced be sold or will it be used to cover the producer’s own food 
needs? Is most of the income used to cover food needs or is it spent on rent and essential services? 
The more we understand the nature of the links between the different core components, the 
better we will be able to make predictions about how exactly beneficiaries will use the benefits of an 
intervention. Such predictions will then allow us to identify indicators that measure change beyond 
the specific objective and that can provide us with a fuller picture of the project’s success or failure.

To illustrate this point, we can look at a simple example of an intervention whose aim is to 
restore the groundnut production of a returnee population. Based on the assessment and the 
intervention logic, the most important direct benefits are likely to be the following:51

 • Beneficiaries increase their groundnut production by 50%;
 • Income is increased by 20%;
 • Households are able to cover their groundnut food intake through own production.

Clear statements such as those about the expected changes brought about by the project 
make it easier to select relevant outcome indicators:
 • First, one outcome indicator should capture as directly as possible the short-term outcome 

for which the SO has been formulated. In the example case, assessing the amount of 

50  Also known as the performance measurement framework (PMF).

51 In reality, increased income will affect the coverage of essential needs in a number of different ways. However, 
in order to best measure potential change it is useful to focus on the principal uses of the food and income.
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groundnuts harvested will be a good indicator to determine whether the production was 
restored (in terms of quantity).

 • Second, given that most of the harvest will be sold for income, it makes sense to measure 
the amount of income generated through the sale of groundnuts.

 • Third, given the important role that groundnuts play in the diet of the population in 
question, it could be useful to monitor the number of weekly meals containing groundnuts. 

Living 
conditions

Education

Income

Land preparation, sowing, 
weeding, harvesting, etc.

Provision of agro-inputs

Health

Food 
consumption

Nutrition

Medium-term outcomes

Short-term outcomes

Milestones

Implementation

Outcome indicator 3 
Number of weekly meals 
containing groundnuts

Outcome indicator 1 
Bags of groundnuts 
harvested

Milestone indicator 
Average surface of land 
cleared for groundnuts

Outcome indicator 2 
Income generated from 

groundnut sales SPECIFIC OBJECTIVE
Population X has restored their 
food production to pre-shock 

levels by X

Figure 3.16:  In an intervention aimed at restoring food production it will be useful not only to monitor 
food production, but also to measure closely related short-term outcomes such as food 
consumption and/or income. The way in which project benefits are likely to be used will 
depend on the situation and needs to be understood during the assessment stage.

The way in which beneficiaries expect to make use of the project benefits is a key piece of 
information that needs to be collected during the assessment or design stage.

In some cases, the decision about the outcome(s) to monitor may also be influenced by the 
availability of baseline data. If those data are limited or difficult to obtain, it may be best 
simply to use the same indicators that were measured during the initial assessment.

note 
 If needs are likely to persist after the project ends, it may also be useful to analyse, as 
far as possible, all EcoSec core components so as to better gauge beneficiaries’ overall 
economic security situation. This will enable a decision to be taken as to the need for further 
interventions (which may be carried out by others than EcoSec or the ICRC).
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Monitoring milestones
As seen in Section 2.5.1, many projects involve crucial steps that take place before the 
short-term outcome stages. While the achievement of a given milestone does not tell us 
whether the project’s principal objective is being achieved or not, it can be useful to monitor 
such intermediate steps. First, this can help to keep track of potential residual risks and 
second, it can provide timely information on other problems that the project may have 
encountered. Ideally, the indicators chosen to monitor milestones should be easy to measure.

In the above example, the (approximate) surface of land cleared for or planted with groundnut 
seeds may be a useful milestone to monitor. If monitoring reveals that some beneficiaries 
have not prepared land for the distributed seeds or that the area reserved for this purpose 
is very small, it means that there is a problem. It may be that some beneficiaries do not trust 
the quality of the seeds, that they intend to relocate shortly or that they actually do not own 
land for cultivation. Rapid detection of the problem may allow it to be successfully addressed.

sources of indicators
Once you have chosen the level at which you want to measure change, you need to find 
specific indicators. Apart from using your own imagination, there are two main ways of 
finding them. One is by researching internal and external resources on similar projects and 
the other is by consulting the beneficiaries. 

A. Internal and external resources
Here are some recommended resources:
 • The EcoSec reference framework (available in the EcoSec Resource Centre) contains a list 

of preferred indicators for each EcoSec core component. It should always be consulted 
when drawing up a RMF.

 • The Sphere Project, Humanitarian Charter and Minimum Standards in Humanitarian 
Response, 2011, www.sphereproject.org.

 • Global Food Security Cluster, Food Security Cluster Core Indicator Handbook, version 3, 
September 2015, www.fsc.org.

 • Global Shelter Cluster, Shelter Cluster Indicator Guidelines, Version 2, October 2013, www.
sheltercluster.org.

 • On cash transfer programming: International Red Cross and Red Crescent Movement, Key 
CTP indicators checklist, Cash in Emergencies Toolkit, 2015, www.rcmcash.org

B. Community-based indicators
Enabling beneficiaries to truly participate in project planning means that we should also 
attempt to involve them in the selection of outcome indicators. In practice this means 
asking the people concerned these questions: How is your life going to change if the project’s 
objectives are achieved? How will you use its benefits?

In the example given in Figure 3.17, several group discussions were conducted with benefi-
ciaries from a Dinka Rek community in South Sudan. The beneficiaries were asked to 
enumerate the benefits they expected from a livestock support programme. The importance 
of the different benefits was then quantified by using proportional piling (see the EcoSec 
handbook Assessing Economic Security). 

The findings were surprising and revealed that the influence of livestock on beneficiaries’ lives 
extended far beyond the benefits derived from selling livestock products and consuming 
milk or meat. In fact, the second most important benefit expected from the animals was 
the facilitation of marriage. It was also striking to see that meat consumption accounted 
only for 6% of the overall benefit.

Such feedback is a means of completing the picture of how a project could affect beneficiaries’ 
lives and can provide useful ideas for community-based indicators. Where relevant, these 
can be used to complement the more technical standard indicators derived from the EcoSec 
reference framework or other sources.
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Milk

Meat

Marriage

Butter

Compensation

Manure

Ploughing

Sales/Income

Hides/skings

Ceremonies

34%

3%

2%1%

9%

6%

25%

7%

10%

3%

Figure 3.17:  Source: Andy Catley, et al., Participatory Impact Assessment, Feinstein International Center, 

2004, p. 19.

Discussions with beneficiaries on indicators may also be useful from a more practical point 
of view. In situations where monitoring would otherwise be time- and resource-intensive for 
the ICRC, involving the community may be an easy way to significantly reduce the resources 
that the ICRC needs to invest. Choosing indicators which can be easily assessed by the 
beneficiaries themselves will promote their active role in the monitoring exercise.

example 
 For a project that aims at rehabilitating rainwater catchments, the ICRC technicians may 
choose to use the excavated volume in cubic metres as an indicator for the amount of water 
that can be stored (project output). For the local population, such figures most probably 
mean nothing. However, when looking at the size of the catchment they may have a clear 
idea of how many animals the catchment can support for how many days.

Qualitative indicators
Qualitative indicators (see Section 2.5.1) allow less concrete aspects of project success such as 
beneficiaries’ motivation or opinion to be captured. Feedback such as beneficiary satisfaction 
or a priority ranking of certain factors (preferences) provides useful insight into how the 
project outcomes are actually perceived by the people concerned. Qualitative indicators can 
be rendered more meaningful through systematic capture52 and a representative sample 
size. Ideally, a combination of quantitative and qualitative indicators should be used, as 
illustrated in the RMF for Macondo (Table 3.6).

Criteria for selecting outcome indicators
The following set of criteria is helpful when selecting indicators:
 • Validity: a good result indicator measures the related outcome as directly as possible;
 • Reliability: the indicator data would be the same if collected by different people;
 • Sensitivity: the indicator is correlated to the outcome that it is intended to measure – in 

other words, it changes over time if the outcome changes;
 • Simplicity: the data are easy to collect;
 • Utility: it must be useful for decision-making;
 • Affordability: data collection must be affordable.

52 For example, by asking respondents to rate their satisfaction on a scale from one to seven.
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It is enough to use two or three quantitative outcome indicators that provide good measurement 
of changes in the core component targeted by the SO (and associated core components, 
when relevant). Limiting the number of indicators also reduces time- and resource-intensive 
data collection at household level.

Baseline and target values
In order to identify trends for any given indicator and to assess progress towards results, 
the indicator value must be known at the onset of the project – its baseline – and a target 
value must be set. Depending on the indicator and whether or not baseline data are already 
available (e.g. from a needs assessment or a problem analysis), you may still have to collect 
baseline data. Otherwise, the first measurement may serve as baseline.

To ensure that the project objective is relevant, the target should be set so that the gap(s) in 
livelihood outcomes identified during the assessment can be closed. If this is not the case, 
the project should state how the affected population will be able to close the remaining gap 
(e.g. through confirmed government or NGO assistance or improved coping strategies). 
Nonetheless, the target should be achievable.

sources of data: means of verification
The fact that relevant information often needs to be gathered at the level of individual 
households can make results monitoring a resource-intensive exercise. It is therefore crucial 
to think through the data collection options for each chosen indicator at the planning stage. 
Here are some tips that can help to reduce the time and resources spent on data collection:
 • Check whether secondary data can be found on relevant indicators;
 • Consider the possibility of gathering information as visual data (pictures/videos);
 • Consider the possibility of collecting useful indicator data by using advanced technology 

such as aerial views, GPS or satellite imagery;
 • Assess whether, and how, beneficiaries can participate in data collection and transmission 

(internet, text messages, telephone, feedback and complaints mechanism);
 • Consider the possibility of collecting some information by remote interviews 

(telephone);
 • Consider the possibility of “outsourcing” data collection to local stakeholders (project 

monitoring staff, veterinarians, local agricultural technicians, National Society staff, etc.).

Remote control operations
In a growing number of operational contexts, security constraints mean that EcoSec activities 
are implemented remotely.53 Unfortunately, this often makes it impossible to monitor results 
directly at household level. However, despite the severe constraints of such operations, we 
should still strive to plan and pursue a monitoring strategy that can provide meaningful 
and credible findings. In practice, this will most likely involve the combination of different 
data collectors and methods.

While purposeful results monitoring is clearly one of EcoSec’s main challenges in remote-con-
trolled areas, it remains indispensable if we are to be accountable to donors and beneficiaries 
and to maintain our credibility.

53 “Remote control” means that project activities such as distributions or monitoring are carried out by local 
partners.
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Example: Fishpond project for returnees to Macondo  
(Stage 2, individual ponds)

Specific objective By [allow an 18-month period from project start], 200 vulnerable resident households of Macondo have increased their 
average monthly income by 20%. This will be achieved through the provision of productive tilapia fingerlings, tools and 
training on improved fish-farming practices.

Indicators
Data required Timing Source of data In charge

Description of indicator Baseline Target

Average quantity of tilapia 
produced in kg/household/
year

80 200 Fish production Between 12 
and 18 months 
from project 
onset

Households Agronomist 
Field Officer
Local monitor

Average monthly income 
generated from sales of fish 
in USD

7 15 Income generated 
from sales of fish

Between 12 
and 18 months 
from project 
onset

Households EcoSec Field 
Officer

Contribution to household’s 
own food consumption

None Households 
consume fish 
twice a week

Households food 
consumption

6 months from 
project onset

HDDS/ 
households

EcoSec Field 
Officer

Reopening of the 
neighbourhood primary 
school*

School is 
closed

School 
functioning, 
two teachers 
employed

Functioning of the 
school
Percentage of children 
attending

18 months from 
project onset

School board
Households

EcoSec Field 
Officer

Percentage of beneficiaries 
that are very satisfied with 
the programme

NA 75% Beneficiaries’ 
satisfaction

18 months from 
project onset

Households EcoSec Field 
Officer

*  During a focus group discussion, beneficiaries said that one of the first things that they would do with an improved income would be to reopen 
the school. This would require the employment of two full-time teachers.

Table 3.7:  Results monitoring framework for the Macondo project. The indicator linked to the school is an 
example of a “community-based” indicator in which the beneficiaries themselves specify major 
benefits that they expect to come from/be supported by the project.

Preparing for implementation

A. The activity and resource plan
Once the results monitoring framework has been finalized, the next step is to prepare a 
detailed plan for the implementation of the project. The recommended tool for this purpose 
is the activity and resource plan (also referred to as the plan of action or POA, see Annex 2 
of the project proposal template). This document also constitutes the foundation for the 
project’s activity monitoring framework (alternatively referred to as the process monitoring 
or implementation monitoring framework).
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Activities*

Time frame**

In charge
Required 
resources 

and inputs†
Indicator Means of 

verificationYear

M M M M M M
Output 1

Activity 1

Activity 2

Activity 3

Output 2

Activity 1

Activity 2

*  The major activities under the responsibility of the beneficiaries and other stakeholders, such as local partners, National 
Society staff, etc., should be included.

**  The time frame can be as detailed as you wish (e.g. by day, week, month), and should be appropriate for the project. If the 
project runs into the next year, this must be clearly shown here.

† Only major inputs should be listed; details will be given in the budget.

Table 3.8: An activity and resource plan

The activity and resource plan describes in detail how the projects’ outputs will be delivered. 
It contains guidance on when the activities are to be carried out, who will be in charge and 
what resources will be required. Finally, it can contain indicators and means of verification.54 
Compared to results monitoring, the progress of project implementation is usually much 
easier to follow because the ICRC is directly in charge/involved and standard procedures 
are already in place (for EcoSec, Administration and Logistics). 

Common challenges
 • The omission of essential activities and tasks, e.g. activities related to accountability 

(communication, setting up and managing a feedback and complaints mechanism, etc.) 
are often omitted from the detailed planning;

 • Underestimation of the time required for the different activities;
 • Failure to take account of the interdependence of activities; 
 • Failure to allocate resources properly (e.g. scheduling the same staff or piece of equipment 

to do two or more things at once);
 • A desire to impress by promising rapid results.

54 Since EcoSec activities are already subject to clear procedures (EcoSec Programme Management Tool, 
logistics and finance reporting), a plan of action does not necessarily have to contain indicators and means of 
verification. That would, however, be pertinent in case of remote management, where activities are carried 
out by project partners.



69

ResULts-BAseD MAnAGeMent oF eCoseC PRoJeCts

B. The budget
During the planning stage, a detailed budget will also have to be drawn up. For this purpose 
a table similar to Table 3.8 can be used (Annex 3 to the project proposal template).

Item description Account 
code Unit Cost per unit 

USD
Total quantity 

needed
Total cost 

USD

Total local currency

Total CHF

Table 3.9:  Typical budgeting table. Correct budgeting is an essential component of good project 
management.

While some practitioners may not find it the most inspiring of tasks, accurate budgeting is a 
prerequisite for successful project management! Table 3.9 gives some examples of common 
challenges and tips on how to deal with them.

Challenge Possible mitigation strategy

Substantial change in 
beneficiary numbers

Make a sound forecast that takes account of possible migratory movements during 
the stage between assessment and implementation. Budget “generously”.
Try to leave as little time as possible between the design and implementation stages. 
This will reduce the risk of substantial changes occurring in that period.
It may sometimes be easier to carry out a “follow-up project” than to adjust the budget 
for an ongoing intervention.

Prices of locally 
purchased items have 
been underestimated.

If you are planning to purchase goods locally (livestock, seeds, tools, etc.), consult more 
than one vendor and involve Logistics in the initial estimation of prices. Take account 
of both seasonal fluctuations and circumstantial risks (substantial price increase due 
to increase in demand, supply shortages, etc.).
The shorter the delay between project design and implementation, the less likely there is 
to be a substantial shift in prices.

Some necessary 
expenditure items 
have been omitted 
from the budget.

Using your detailed impact pathway (map or graph), list the resources required at each step. 
This may help to reduce the risk of overlooking some necessary expenditure items.

Table 3.10:  Accurate budgeting in volatile environments is not an easy task. Inclusive planning and good 
forecasting can help to reduce the risk of grossly overestimating or underestimating project 
costs.

3.2.7 Documenting the project design

A. the ecosec project proposal template
Until recently, the way of recording project design varied considerably from one delegation 
and from one department to another. To establish a more streamlined, consistent approach to 
project planning, the EcoSec unit now strongly recommends that staff use the standard EcoSec 
project proposal template (Annex 1 and in the EcoSec Resource Centre). It is the second of 
three fundamental reporting documents.
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EcoSec project 
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EcoSec assessment 
report template

EcoSec monitoring 
and evaluation report 
template

Figure 3.18:  The project proposal template covers all planning-related steps and prepares 
the implementation stage.

  Where relevant, delegations can adapt the documents to their specific context.
  The sections of the template constitute a checklist rather than a “must-follow” structure. 

Its form can therefore be adapted and some of the content may be provided in the form 
of a logframe, a figure or a map (for the intervention logic, for example) or in another form.

  Each project proposal must contain at least the following:
 General information about the project and the assisted population;
 A project description that includes:

 • the project’s context (main findings of the assessment);
 • its objectives;
 • the intervention logic;
 • assumptions on residual risks and risk mitigation strategies;
 • the project’s exit strategy;

 A results monitoring framework;
 An activity and resource plan (activity monitoring framework);
 A detailed budget.

  The project proposal is a working document that should be adjusted and updated over 
time.

B. the logical framework matrix
The logical framework matrix – or simply the “logframe”, as it is often called – is the core 
element of the logical framework approach, which is a well-structured, simple planning 
method. The matrix is a standardized tool that summarizes the key aspects of project planning 
(apart from the budget) in a single table. It continues to be widely used by many project 
managers, both at the ICRC and elsewhere.
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Intervention logic Indicators Means of 
verification

Assumptions

Humanitarian 
impact

Target population has improved 
well-being and dignity.

General health and nutrition 
indicators
Literacy rates

Figures from the 
public health system

Medium-term 
outcome

200 returnee households in Macondo 
are able to cover their essential needs 
in a sustainable manner.

Food consumption
Living conditions

Household visits

Short-term 
outcome

200 returnee households in Macondo 
are covering 30% of their budget 
through fish production.

Monthly income and expenditures
Amount of fish harvested
Contribution to own consumption

Household 
interviews
Monitoring visits

Economic recovery 
continues.
Political stability will 
last.
No huge influx of 
new IDPs

Output

200 individual ponds have been 
established.

Beneficiaries have adequate skills for 
fish farming.

Number of ponds established

Number of beneficiaries trained

Field visits, pictures, 
monitoring follow-up

Training report and 
attendance list

No outbreak of 
diseases
No looting of ponds
Water sources will 
remain sufficient.
Demand for fish 
remains high or 
increases.

Activities

Provision of tools, provision of 
fingerlings

Training of beneficiaries

Continuous support by trainers

Monitoring

Number of beneficiaries who have 
received tools and fingerlings (type, 
amount, timing)
Number of training courses run

Number of visits/support sessions 
received
Monitoring visits carried out

Distribution 
certificates

Training report

Reports by monitors

Monitoring reports 
by EcoSec staff

Population is not 
displaced.
Fishponds remain 
accessible.
New techniques are 
applied properly.

Inputs As per budget. Requisition order, Receipts, Bill of 
quantities, etc.

Preconditions Access remains 
good 

Table 3.11: A simple logframe summarizing the key points of the fishpond project

While the logframe matrix has the advantage of summarizing the key aspects of a project 
and presenting them in a single view, it also has some disadvantages:
 • It is limited to using the results chain as its standard intervention logic (first column). For 

this reason it is not suitable for more complex interventions such as livelihood support 
projects that require a more detailed project strategy.

 • It is not easy to strike a balance between providing sufficient details (which are needed 
if the logframe is to be a useful planning tool) and keeping the table user-friendly. In 
many cases it is not practical to present all relevant information in a single table.

 • At the level of individual projects, it is not necessary to include indicators and means of 
verification for medium-term and long-term outcomes.
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Project proposal format vs logframe matrix
In the past, each EcoSec operational unit used its own project proposal template since no 
standard format had been recommended. A small review of EcoSec project proposals from 
different delegations revealed that in many proposals there was considerable confusion 
between key planning elements such as the logframe, the results monitoring framework 
or the intervention logic. Given their similarities and partial overlaps, numerous projects 
combined some of these elements inappropriately, frequently leading to redundancy and 
incoherence in the description of the project’s theory.

The differences and similarities between the logframe matrix and the project proposal 
template can be summarized by saying that the project proposal template contains all the 
relevant parts of the logframe but disaggregates this information into individual sections (i.e. 
the annexes) that are more easily manageable.

Intervention logic Indicators Means of 
verification

Assumptions

Humanitarian 
impact

Medium-term 
outcome

Short-term 
outcome

Output

Activities

Inputs Preconditions

Figure 3.19:  Essentially, the project proposal template and the logframe matrix contain the same 
information. To make that information more user-friendly and to add flexibility, the different 
sections have been disaggregated into separate units.

Where the elements of the logframe matrix are in the project proposal template
1. The specific objective: point 13 
2. The intervention logic: point 14. Choose the type of intervention logic that is best suited to 

the project. For projects that are more complex than a non-recurrent distribution, it is advisable 
to represent the intervention logic graphically (as a tree, a causal chain, a map, etc.).

3. Assumptions/risk analysis: point 15
4. The results monitoring framework: Annex 1
5. The activity and resource plan: Annex 2
6. Budget: Annex 3

This means that apart from the two top lines – humanitarian impact and medium-term 
outcome – which are not needed, all the information present in the matrix is also contained in 
the project template. As the template is an adjustable checklist, the different elements can 
be presented in whatever form may seem useful.55

A logframe matrix can also be used for simpler projects, in which case it is obviously not 
necessary to repeat the information in the template annexes.

55 Assumptions and mitigation strategies can be listed as a table, the intervention logic can be presented as 
a drawing or a picture of an interactive map, while the RMF and the activity and resource plan each has its 
individual structure.
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note 
 It is important to bear in mind that these documents are working documents. They should 
therefore be adjusted and updated regularly.

3.2.8 Project design and accountability to affected populations
As mentioned in Section 2.4, AAP is not a clearly defined process but an overall approach 
which ensures that our assistance is planned and implemented in full compliance with 
people’s real needs and priorities. There are nevertheless a number of steps that are 
recommended as good practice. These are summarized in Figure 3.20:

Formalize the 
attribuation of 
responsibilities in a 
letter of agreement or 
other document.

Where relevant, agree on the role 
of the community in the monitoring 
process.

Plan building of local capacities by 
attributing responsibilities to local partners. 

Set up a feedback and complaints mechanism 
so that people can contact the ICRC directly.

Make relevant information on the project 
available via several channels (leaflets, 
radio, information at health or religious 
centres, etc.).

To the extent possible, use a 
participative approach (group 
discussions, workshops) to reach 
an agreement with the population 
concerned on key aspects, such 
as selection criteria and methods, 
project outputs, duration, 
geographical coverage and the 
role of the community. Make sure 
vulnerable groups are heard.

Figure 3.20: Recommended steps to strengthen AAP in the project design stage.

3.3 STAGE 3: IMPLEMENT AND MONITOR56
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56 The implementation of EcoSec projects is covered in the training module and handbook entitled The EcoSec 
Response – Implementing the Project.
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Sections 3.3.1 and 3.3.2 present the basic notions of situation monitoring and activity 
monitoring. As these two types of monitoring do not usually involve a great deal of systematic 
data collection and analysis, the description of the processes will be short. Results monitoring, 
which may start during the implementation stage, will be presented in Section 3.4.

note 
 The practical aspects of implementing different types of EcoSec projects are discussed in 
the The EcoSec Response – Implementing the Project Handbook.

3.3.1 Situation monitoring or continuous assessment
Situation monitoring is a continuous assessment of the environment that allows significant 
changes in the (project) context to be detected. The purpose of situation monitoring is to 
allow reaction to relevant changes to take place quickly and efficiently. There are two basic 
types of situation monitoring.

Passive situation monitoring or continuous assessment
To put it simply, this kind of monitoring is being attentive to what is happening. Everybody 
does it and it is not linked to a specific project. It means keeping your eyes and ears open. 
Reading a newspaper, talking regularly to a particular contact or watching the news on 
television is passive situation monitoring. Irrespective of whether anything has happened 
or not, we simply want to keep up with the news. Generally speaking, maintaining a good 
network of contact persons and following up on media can be sufficient.57 Passive situation 
monitoring is a continuous activity that is not directly linked to any intervention and that 
takes place throughout the project cycle.

Proactive situation monitoring
This is a different kind of monitoring in that it involves active preparation to monitor specific 
aspects of the situation either because we expect them to change or because we have previously 
identified them as risks. This type of situation monitoring therefore has a particular focus, which 
is determined in advance. It is often linked to a specific intervention. Common elements 
to monitor include:
 • residual risks that were identified for the project (as stated in the assumptions about 

external factors);

example 
 In an agricultural support project for returnees, market access was found to be critical 
and at risk because of the presence of armed groups. It should therefore be monitored.

 • major expected changes;

example 
If a new regulation changes the status of refugees in a neighbouring country, large 
population movements in the direction of their country of origin can be expected. Proactive 
monitoring of these return movements as well as transport and accommodation facilities 
should be undertaken.

 • potential negative effects of the project; the risk analysis may also have identified potential 
damage that the project could cause to people or the environment. It may therefore be 
necessary to proactively monitor these aspects (do no harm).

example 
 Is the camp that the ICRC is running depleting local resources? Is it contaminating water 
sources?

57 Other examples of sources that can be monitored include RSS feeds, relevant web pages, subscription to 
email updates from key sources, and participation in cluster and coordination meetings.
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Information to be collected during situation monitoring
Elements commonly monitored through situation monitoring include the following (the 
list is non-exhaustive):

Part of project context Typical elements to monitor

Vulnerability context Natural disasters, epidemics, conflict and insecurity, seasonal 
changes (winter, flooding, peak in malaria), economic crisis, etc.

PIPs Economic (crisis) indicators, restrictions on the movement of 
people and goods, functioning of vital infrastructure, functioning 
of essential services and institutions, market dynamics (supply 
and demand, prices), elections, new regulations, etc.

Populations Population movements, change in composition of the population 
(gender, status), significant change in people’s assets, etc.

Table 3.12: Typical elements that are tracked through situation monitoring

Since situation monitoring is a continuous activity with a vast scope of, it is by nature less 
structured than the other types of monitoring. What ultimately matters is that it allows us 
to detect important changes in the situation at an early stage so that we are able to react quickly 
and effectively.

3.3.2 Activity or process monitoring
Activity (or process) monitoring tracks the progress of project implementation and should 
provide answers to the following questions:
 • Have the right resources been mobilized in terms of quantity and quality?
 • Have activities been carried out as anticipated?
 • Do beneficiaries have access to the agreed outputs in terms of quantity, quality and timing?
 • Have the budget and the time frame been adhered to?

Delays, significant changes of plan and shortcomings need to be explained, e.g. why the 
distribution was delayed; why some beneficiaries did not receive all items.

Activity monitoring is carried out by the staff implementing the project.

The purpose of activity monitoring is to keep track of project implementation and to adjust 
ongoing or planned activities if necessary. Some findings of activity monitoring may also 
serve as lessons learned for similar projects in the future.

Figure 3.21:  A livestock treatment and vaccination campaign is a crucial activity that needs to be well 
documented, Al Ashah, Yemen, 2016.
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Information to be collected during activity monitoring
The underlying framework for activity monitoring is the activity and resource plan (see Section 
3.2.6). It specifies in detail when each activity is carried out, who is in charge and what 
resources need to be mobilized. The plan may also already contain indicators and means 
of verification for each activity. Some examples of indicators and means of verification for 
the different steps of project implementation are listed in Figure 3.21.

Inputs Activities Outputs Short-term outcomes

Example 
of process 
indicators

Type of item or service, 
quantity purchased, price per 
unit, etc.

Number of cash or Items 
distributed, number of 
animals vaccinated, number 
of houses rebuilt, etc.

Number of beneficiaries 
who have goods (type, 
quantity, quality) or who have 
benefited/are benefiting from 
service or infrastructure

Means of 
verification

Packing list, waybill, receipt Distribution report, 
distribution certificate, receipt 
for service provided

Household visit

Comment Information provided by 
Logistics or EcoSec

Information collected by 
EcoSec during delivery of 
goods/services

Post-distribution monitoring

Figure 3.22:  Examples of indicators and means of verification used to track project implementation

the activity monitoring process
If the ICRC implements the project itself, it is usually easy to monitor the input and activities 
stages since the ICRC manages them directly. The fact that standard procedures regulate 
how goods and services are purchased, transported and delivered/provided, considerably 
facilitates the documentation of project progress. Documenting the proper delivery of 
outputs is less straightforward, since the reception of goods and/or services needs to be 
verified at the level of the beneficiaries.58 In most cases, a post-distribution monitoring (PDM) 
exercise is carried out to check whether the right items or services have been received by 
the right people at the right time.

If the ICRC is working with an implementing partner, such as the National Society,59 
 the monitoring strategy may have to be adapted, since non-ICRC staff will be feeding back 
some of the information.

note 
 Reporting the findings of both situation and activity monitoring is discussed in Section 3.4.

58 A distribution report only tells us that the activity was carried out. That is not the same knowing whether 
the target population has access to the goods/services. Sometimes, goods are not delivered to the right 
people or they are damaged. On other occasions, armed groups or government agents confiscate parts of the 
assistance.

59 This refers to remotely managed operations rather than joint implementation.
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3.4 STAGE 4: EVALUATE AND LEARN
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IMPLEMENT & MONITOR

FORM
ULATE & PLAN

ASSESS & ANALYSE

Share findings with others

Report findings

Monitor/review/evaluate

Adjust programme

Share and archive lessons learned 

 Figure 3.23: The main steps in the monitoring and evaluation stage

In this section we will:
 • briefly introduce the content and purpose of results monitoring, review and evaluation 

exercises;
 • work through the process of results monitoring. The description of the process will be 

generic for the parts that are the same or similar for the different types of monitoring 
and evaluation but will include additional information where they differ;

 • consider how the findings of monitoring and evaluation exercises can be used to improve 
ongoing and future projects.

3.4.1 Monitoring and evaluation types

Results monitoring
Results monitoring covers the project stage during which outputs are transformed into 
short-term outcomes and medium-term outcomes (the “results stage”). It is usually carried 
out by the staff implementing the project and may start during project implementation.

The main purpose of results monitoring is to measure if and to what extent the intervention is 
achieving the planned short-term outcomes that have been detailed in the specific objective 
(SO). Its results may be used for the following purposes:
 • To allow the adjustment of an ongoing intervention where necessary and possible;
 • To learn lessons that can be applied in similar future projects;
 • To enhance accountability to key project stakeholders such as beneficiaries and donors.

Review
A review is an exercise that is initiated either by the delegation or by ICRC headquarters 
and is usually conducted by internal or external experts. It is an ad hoc exercise that is 
launched to answer a set of specific questions with regard to its (economic security) strategy. 
A review can be launched, for example, by the EcoSec coordinator to determine whether 
the current livestock support approach is still relevant, effective or well integrated with 
other programmes. Unlike activity and results monitoring, which mostly evolve around a 
standard set of objectives, the objectives for a review can vary considerably and will depend 
on the decisions that need to be taken. They are specified – together with other important 
information regarding the exercise – in a document known as the “terms of reference” (ToR). 
The ToR is the key document that guides the experts during the process.

The findings of a review usually guide the decision as to whether a programme should 
be maintained/multiplied as it is, whether it needs to be adjusted or whether it should be 
suspended.
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evaluation
Like a review, an evaluation is an ad hoc exercise conducted by experts (usually external). 
Evaluations are not carried out systematically but rather on a needs basis and the decision 
as to which delegations or programmes are evaluated is usually taken at headquarters 
level. Reasons for conducting an evaluation in a specific country may include the size of the 
operation, particular problems faced by the delegation, special donor interests or significant 
changes in the situation. 

In terms of its focus, an evaluation can be seen as an extension of results monitoring. 
While results monitoring looks at whether an individual EcoSec project has achieved its 
specific objective (short-term outcome level), an evaluation may look at how the different 
programmes (assistance and protection) complement each other to achieve positive change 
at the medium-term or long-term outcome level. It therefore assesses the delegation’s 
overall strategy to achieve the desired humanitarian impact. In an identical manner as for a 
review, the objectives and the scope of an evaluation are defined in its terms of reference 
and, depending on the context, may vary considerably.
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3.5 THE MONITORING AND EVALUATION PROCESS

This section will guide the reader through the individual stages of planning, implementing 
and analysing a monitoring exercise. While most steps also apply to evaluation and review, 
the main focus will be on results monitoring.

note 
 The steps in the monitoring process that are very similar to those in the assessment process 
will not be discussed in detail in this handbook. The reader is invited to consult the EcoSec 
handbook Assessing Economic Security, where this is covered extensively.
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Define information to be gathered based on 
• activity and resource plan
• results monitoring framework
• risks to monitor
•  important aspects of PIPs and vulnerability 

context (markets, NGOs, government, etc.)
•  terms of reference (review and evaluation

Treat and analyse data 
• Data entry and cleaning
• Data analysis
• Interpretation
• Reporting

Use findings 
• To adjusst intervention if necessary
• To document lessons learned
• To share findings with relevant stakeholders

Set objectives according to 
• type(s) of monitoring/evaluation exercise
• criteria to be assessed (DAC and other)
• scope
• resources

Prepare data collection 
•  Prepare tools: checklists, data entry sheets, 

reporting templates for partners, etc. 
• Do the sampling
• Train data collectors on use of tools and pre-test
• Mobilize resources

Data collection 
• Collect relevant secondary data if they exist 
• Group interviews
• Household interviews
• Key informants
• Observation

Figure 3.24: The main stages in the monitoring and evaluation process
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3.5.1 Design

Defining the objectives
At the onset of any monitoring and evaluation exercise clear objectives must be formulated. 
The following list contains some examples of objectives that are commonly used in monitoring 
exercises:60

 • To determine whether the project objective remains relevant or if there have been sig-
nificant changes in the situation that require adaptive measures (identified through sit-
uation monitoring);

 • To measure the progress and quality of the implementation of the intervention (activity 
or process monitoring);

 • To measure progress towards achieving planned outcomes (results monitoring);
 • To suggest adaptive measures;
 • To contribute to a learning process (what worked well and what did not, and why).

When planning the exercise, staff can select the objectives that are relevant for the context 
and add any additional objective(s) that may be required.

selecting the evaluation criteria
At this stage, we also need to select the relevant evaluation criteria (see Section 2.6.3) for 
the exercise. They can be a combination of the DAC criteria and/or other criteria that are 
relevant for the project. Figure 3.23 provides an overview of the most commonly used 
criteria, the questions into which they can be divided and the project stages during which 
they are most relevant.
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Medium-term  
outcomes

Activities

Outputs

Inputs

Impact 
•  What changes did the project bring about 

beyond the primary objective? 
•  Were there any unplanned, positive 

or negative effects?

Effectiveness 
•  To what extent were 

the objectives achieved/
are likely to be achieved?

•  What were the major 
factors influencing 
the achievement or 
non-achievement of 
the objectives?

Integration of the project 
•  To what extent did the project fit into the general strategy of the ICRC?
•  Did the project fit well into the general context of humanitarian and government programs?

Efficiency 
•  Were stocks of items available to the right 

people on time and in the right quantity and 
quality.

•  Were activities implemented on time and within 
budget?

•  Were outputs delivered economically? 

Sustainability 
•  To what extent did the benefits of a programme 

or project continue after donor funding ceased? 
•  What were the major factors which influenced 

the achievement or non-achievement of 
sustainability of the programme or project?

Coverage 
•  For how many of 

the affected people 
were the desired 
changes achieved?

Relevance 
•  Were the operations 

objectives consistent  
with the needs 
and priorities of 
the beneficiaries? 

•  To what extent are 
the objectives of 
the programme still valid?
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Figure 3.25:  Common criteria and questions used to formulate objectives for a monitoring or evaluation 
exercise. Note that a review or evaluation can also cover criteria shown here under results 
and activity monitoring (effectiveness, coherence, etc.).

60 This list of possible objectives is taken from the EcoSec monitoring and evaluation report template (Annex 2). 
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note 
 In the interests of greater efficiency, different types of monitoring are often combined in a 
single exercise. Typically, a post-distribution monitoring may combine elements of activity, 
results and situation monitoring.

Defining the information to be gathered during results monitoring61

As the main focus of results monitoring is on achievement of the planned short-term 
outcomes, the information to collect is directly based on the project’s results monitoring 
framework which is drawn up during the planning stage (see Section 3.2). The exercise is 
designed to measure change at the level of the EcoSec core component that is targeted 
directly by the project62 and of those that are closely connected to it. In practice, this is carried 
out by using suitable outcome indicators.

Milestone Short-term 
outcomes

Examples 
of indicators

Average surface of land cleared, 
size of animal herd, stretch of the 
road cleared

Monthly income, coverage of 
minimal food basket, debt level, 
percentage of beneficiaries who 
repaired houses, Household 
Dietary Diversity Score (HDDS)

Means 
of verification

Reports from local monitors, 
veterinarians, observation/
photographs, aerial views

Household visits

Comment Information may be provided by 
local partners or EcoSec

Information mainly collected 
by EcoSec

Figure 3.26:  Examples of various indicators and means of verification at the intermediate and short-term 
outcome levels.

If a project’s results monitoring framework has been well formulated, it is usually fairly easy 
to design a results monitoring exercise that delivers valid conclusions. On the other hand, 
it is difficult to develop a meaningful monitoring exercise if a project’s specific objective is 
unclear, if its indicators are not suitable or if baseline values are missing. The key to successful 
results monitoring lies in good project design!

note 
The next stages are very similar to the corresponding steps of the assessment process 
and will simply be listed. They are described in detail in the EcoSec handbook Assessing 
Economic Security.

Preparing the data collection
Common steps include the following:
 • Collecting and reviewing secondary data (Has some relevant data already been made 

available by others?);
 • Preparing a data analysis plan63 that specifies how each piece of information can be 

obtained (from whom/where, using which method, at what time, etc.) and how the 
information will be used;

note 
The data analysis plan is essentially based on the project’s RMF and the activity and 
resource plan.

61 For information to collect during situation or activity monitoring, refer to the relevant subsections in 
Section 3.3.

62 Depending on the situation, you might also want to report on changes in EcoSec core components that have 
been affected indirectly. For example, you may be able to document that a project which aimed at restoring 
food production also had a measurable impact on beneficiaries’ food consumption.

63 Sometimes also referred to as a “data collection plan”.
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 • Preparing tools: checklists, questionnaires, report templates for project partners, data 
entry sheets, etc.;

 • Selecting the sites and choosing the sampling approach where relevant;
 • Training staff in the use of the tools and data collection simulation exercise (e.g. pre-test);
 • Mobilizing resources.

3.5.2 Data collection
 • Primary data collection: household visits, group interviews, focus group interviews, 

observation;
 • Feedback and complaints mechanism: depending on the project, it may be possible to 

obtain substantial information through the established feedback and complaints 
mechanism;

 • Situation monitoring and activity monitoring: some of the information that was collected 
throughout the implementation stage may also be fed in to the exercise;

 • Secondary data: include data from secondary sources (health-care providers, organiza-
tions, State institutions, etc.).

note 
 The EcoSec library of assessment and monitoring data collection tools contains a number 
of questions that can be used for monitoring. The full library is available in the EcoSec 
Resource Centre.

3.5.3 Data analysis and use
For the practical aspects of data collection, treatment and analysis, please refer to the guide on 
Acquiring and Analysing Data in Support of Evidence-Based Decisions, ICRC, Geneva, April 2015 
(unedited internal document), which is available in the EcoSec Resource Centre.

Interpreting monitoring findings
Once monitoring data have been collected and treated, they need to be properly interpreted 
so that conclusions can be drawn.

In general terms, monitoring findings can be analysed along two major lines:

Project success  Were the project’s objectives achieved or not, 
to what extent?

Reasons for the (lack of) success Why did the project succeed/fail?

Project success
As stated in Section 2.7.3, project success is measured by looking at its outcomes through 
the lens of one or more evaluation criteria. 

In results monitoring exercises, the most important criteria are relevance (Does the project 
address the beneficiaries’ real needs and priorities?) and effectiveness (To what extent were 
the project objectives achieved?).64

In the EcoSec monitoring and evaluation report template, the project accomplishments with 
regard to the major evaluation criteria are listed in section 3 (results).

Reasons for success or failure
While it is crucial to know whether a project was successful or not, it is just as important to 
understand the reasons for the observed outcome.

64 The criteria that are most relevant for the intervention will depend on the situation and will have to be defined 
by the team designing the intervention.
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When analysing the factors that contributed to project success or lack of it, it can be useful 
to distinguish three main components or “pillars” of success: successful implementation, 
correct intervention logic and an accurate analysis of external factors. 

In general, we can say that a project succeeded (achieved its objective) if the following 
conditions were fulfilled:
1. The project was implemented successfully, i.e. the anticipated project outputs were 

properly delivered.
2. The intervention logic was correct, i.e. the project theory about the outputs needed and 

how they would be transformed into the desired outcomes proved to be correct.
3. The assumptions about external factors (risks) held true, i.e. the risks that were identified 

in the planning stage and could not be fully dismissed, did not compromise the success 
of the project (e.g. there was no severe drought and conflict did not break out). 

If one or more of these three conditions is not fulfilled, the project will fail, either partially 
or completely!
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PROJECT FAILED
Re-think intervention and 

adjust approach

PROJECT FAILED
Outputs were not delivered

Improve implementation

PROJECT FAILED
Outputs were delivered but 
failed to achieve planned 

results
Re-think intervention logic

PROJECT LIKELY TO SUCCEED
Outputs were delivered 

and should lead to planned 
outcomers  

unless prevented by external 
factors

Correct

Incorrect

SuccessfulUnsuccessful

Figure 3.27:   Implementation, the intervention logic and external factors are the three major lines along which 
project success or failure can be analysed.

A simple analysis along these basic lines can shed light on the strengths and weaknesses of 
a project or a programme and indicate what could be improved. 

In the EcoSec monitoring and evaluation report template, factors that have contributed to project 
success or failure are listed in section 4.

Reporting
To report on monitoring findings, EcoSec staff should use the EcoSec monitoring and evaluation 
report template.65 It has been designed in such a way as to accommodate the findings of 
all three types of monitoring and is intended to make reporting more efficient. Table 3.11 
discusses the individual sections of the template and gives recommendations on how they 
should be completed.

65 The template may need to be adjusted for review or evaluation exercises. Alternatively, a different template 
can be used.
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Section What is it? Examples How to complete it

Executive 
summary

Summary of the most important 
points to communicate to the intended 
audience. Should be no longer 
than one or two pages.

– The executive summary is normally 
written after the main report.

1.1 
Context

Brief description of the humanitarian 
situation that led to the project.

Affected population (numbers, 
locations, type of population), type 
of event/shock, dates, etc.

This contextual information can be 
filled in at the onset of the monitoring 
exercise. It should be updated if 
important changes occur during 
project implementation. Refer to 
other documents such as relevant 
assessment reports or field trip 
reports.

1.2 
Description 
of the project

Brief description of the project(s) that 
is/are being monitored or evaluated.

Specific objective, short resume 
of intervention logic, etc.

Filled in at the beginning. Based on 
the project proposal.

1.3 
Monitoring 
objectives

Description of the purpose of 
the monitoring/evaluation exercise

To assess the project’s relevance, 
progress of implementation, 
achievement of results, etc.

This section may be updated over 
time, with individual points being 
added as the project progresses.

2.1 
Data gathering 
methods

Description of the methods and tools 
used during the exercise

Sampling approach (if relevant), 
number and types of interviews, 
secondary data sources, feedback 
and complaints mechanisms, etc.

Completed over time.

2.2 
Limitations 
and reliability 
of the data

Appreciation of the quality of the data Quality of the data, 
representativeness, bias, etc.

Completed over time. A final 
appreciation may be added at the 
end of the exercise.

3.1 
Situation 
monitoring

Relevant changes in the environment, 
population dynamics, positive or 
negative unintended or indirect effects 
of the project

Change in conflict dynamics, severe 
climatic conditions, restricted 
or restored access, population 
movement, substantial changes 
in market prices, etc.

Documented/updated whenever 
relevant.

3.2 
Activity monitoring

Documents progress in project 
implementation by monitoring 
the main project activities

Execution of key accountability 
activities such as setting up a 
feedback and complaints mechanism
Purchase of key inputs
Registration of beneficiaries
Distribution of goods, provision 
of services, etc.

This section will be updated 
continuously throughout the project 
implementation stage.
For each major step or activity, 
one or more paragraphs may be 
added.

3.3 
Result monitoring

Records progress towards the 
intended results of the project. Should 
be as specific as possible: For how 
many people did the change occur? 
How big was the improvement, etc.

Increase in production, change in 
income, change in food consumption, 
improvement in living conditions, etc.

Initial trends can be documented 
once outputs have been received 
by beneficiaries. To be finalized 
once the project has ended and the 
final monitoring activities have been 
carried out.

4.1 
Main factors 
contributing 
to the success

What internal or external factors were 
particularly helpful for the project?

Favourable climate, high quality 
inputs, strong motivation of 
beneficiaries, reliable support 
from authorities, etc.

This part should be finalized at the end 
of the project, when all data are 
available. However, to make it easier 
for the monitors, relevant information 
may be added to this section at earlier 
stages.

4.2 
Main constraints 
faced by the 
project

What internal or external factors had 
a negative impact on the project?

Unfavourable climate, poor quality 
inputs, insecurity, lack of motivation of 
beneficiaries, high market prices, poor 
road access, etc.

This part should be finalized at the end 
of the project, when all data are 
available. However, to make it easier 
for the monitors, relevant information 
may be added to this section at earlier 
stages.
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Section What is it? Examples How to complete it

5.1 
Recommended 
adaptations 
to the ongoing 
intervention

Based on the findings in sections 3 
and 4, what measures can and should 
be taken immediately to improve 
the ongoing intervention?

Change of supplier, additional training/
support for agricultural techniques, 
protection intervention for weapon 
bearers who are having a negative 
impact on the project, etc.

Recommendations for effective project 
steering should be made as soon as 
available data indicate that changes 
are necessary.

5.2 
Lessons learned 
for similar future 
projects

These are findings of a more general 
nature that relate to good practice 
for a specific type of intervention. 
While such lessons learned often 
concern recommendations regarding 
the project’s intervention logic, 
they may also concern practical 
recommendations for project 
implementation.

Recommendation to use another 
transfer mechanism for cash 
interventions, recommendation to 
distribute different types of inputs, 
reconsider the preferred means of 
communication with beneficiaries, etc.

As these recommendations concern 
future projects, there is no hurry and 
it is best to finalize this section at 
the end of the monitoring process, 
when final conclusions have been 
drawn.

6 
Annex

Other useful information Field trip report (itinerary, team 
composition, data collection tools, 
detailed data sheets and graphs, 
maps, etc.)

Consider who will read this report and 
which additional information will be 
useful for them.

Table 3.13: Sections of the EcoSec monitoring and evaluation report template

note 
 While the template represents the recommended minimal practice, it can be adapted at 
delegation level.

Like the EcoSec assessment report template, the monitoring report does not have to be 
completed in one sitting. Rather, the information that is needed for the complete report can 
be assembled progressively at different stages of project implementation and monitoring/
evaluation (i.e. as it is gathered). In practice, this means that the monitoring report may 
remain a draft document during the project implementation stage.66 The draft report can 
be updated and shared with coordination and management whenever appropriate.67

Once the project has ended and all monitoring activities have been completed, a final version 
of the report can be written and shared with the people concerned.

The advantage of this approach is that all relevant information concerning the implemen-
tation and monitoring/evaluation stages in a single EcoSec project (or a group of similar 
projects)68 can be synthesized and managed in one single document. This makes it easier for 
readers to keep track of project progress and considerably reduces the number of documents 
produced by EcoSec staff. 

For more detailed instructions on how to report the findings of monitoring exercises, refer to the 
EcoSec monitoring and evaluation report template (Annex 2).

66 One reader-friendly option for managing several draft versions of the same document would be to use a 
different colour for new information. In this way, the reader can distinguish between the original information 
(which has previously been shared) and the new information that has been added.

67 For example, when key project activities such as distributions, payments or the achievement of milestones 
have been accomplished.

68 Where appropriate and convenient, similar projects (the same outputs and a similar intervention logic) may 
be grouped together in a single monitoring/evaluation exercise.
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3.6 USING THE FINDINGS OF MONITORING 
AND EVALUATION EXERCISES

3.6.1 Adjusting an ongoing intervention
One of the major purposes of monitoring is to steer projects in real time. If shortcomings 
are detected early enough, adjustments may be possible. The following measures can be 
used to support effective project steering:
 • Perform a risk analysis that identifies the critical steps in advance;
 • Perform monitoring activities regularly so that shortcomings are noticed quickly; strong 

involvement of beneficiaries in the project process will speed up problem 
identification;

 • Ensure efficient communication and decision-making procedures between monitors, 
implementers and other partners (Logistics, Administration) so that changes can be 
agreed quickly;

 • Where relevant, preparedness measures or contingency planning may grant additional 
flexibility.69

Recommended adjustments to ongoing projects are documented in Section 5.1 of the EcoSec 
monitoring and evaluation report template (Annex 2).

3.6.2 Learning for the future

Letting others benefit from your lessons learned
Once the factors that have contributed to a projects success or failure have been fully 
understood, these findings should be made available to other practitioners, especially those 
who are likely to be working on similar projects in the future.

While this learning approach, which is often simply referred to as lessons learned, is regularly 
cited in project proposals and monitoring reports, it is unfortunately rarely applied in practice. 
This may be partly due to the fact that there is currently no clear ICRC strategy with regard 
to learning. Consequently, there is no mechanism in place that could facilitate the sharing 
of experience. In the absence of a centralized approach for learning, it is recommended 
that mechanisms for archiving and disseminating relevant lessons learned are set up at 
delegation level.

Recommendations for future projects are reported in Section 5.2 of the EcoSec monitoring and 
evaluation report template. 

3.6.3 Strengthening accountability
The third and final primary purpose of monitoring and evaluation is to be able to provide 
project partners, donors and beneficiaries with clear feedback on how the project worked 
and why.

69 On some occasions, such as when a new approach is being tested, it can be useful to run a small-scale pilot 
project prior to launching a large-scale operation.
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ANNEX 1: 
ECOSEC PROJECT PROPOSAL TEMPLATE



 
 

ECOSEC PROJECT PROPOSAL TEMPLATE  
 
Notes on this template 
ü This project proposal template is complementary to the EcoSec assessment report template and the 

EcoSec monitoring and evaluation report template (available in the EcoSec Resource Centre). Together, 
the three documents cover the entire cycle of EcoSec projects. 

ü Use of this template when planning EcoSec projects is not mandatory but is nonetheless strongly 
recommended. 

ü The sections of the template constitute a checklist rather than a “must follow” structure. Its form can 
therefore be adapted and some of the content may be provided in the form of a diagram (e.g. for the 
intervention logic) or a logframe, etc. 

ü Each project proposal should contain at least the following: 

o General information about the project and the assisted population; 
o A project theory that introduces: 

§ the project’s context (findings of the assessment); 
§ its objectives; 
§ the intervention logic; 
§ assumptions on residual risks and risk mitigation strategies; 
§ the project’s exit strategy; 

o A results monitoring framework; 
o An activity monitoring framework (also referred to as an “activity and resource plan” or a “plan of 

action”); 
o A detailed budget. 

ü The project proposal document is a working document that should be adjusted and updated over time. 
ü In this template, the blue text gives explanations or examples and should be deleted when drafting the 

project proposal. 
 
Please delete this note before using the template. 
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Project proposal  
ICRC – COUNTRY – ECOSEC 
SD/YEAR/ PROJECT NUMBER 

Basic information about the project 

1. ICRC sub-delegation  Name of sub-delegation Date Date of submission 

2. EcoSec staff in charge Name of EcoSec staff member(s) in charge 

3. Project title Title of project GO:  SO: 

4. Related documents Assessment reports, precursor projects, etc. 

5. Starting date 
(proposed) When the first steps of the project will be initiated 

6. Duration of the project 
and planned end date Five weeks, eighteen months, etc. / end date 

7. Total cost (in CHF) 
 (see Annex 3: Budget) 

Budget in the local currency and converted to CHF at the current month’s exchange 
rate 

8. Area of implementation Province/district/villages; if relevant, add a map as an annex. 

9. Total population of the 
communities  Approximate number of households in the area covered by the project (if relevant) 

10. Description of the 
target population 

Number and type of households/people that will be assisted by the project 

Explain the criteria for inclusion in the project, i.e. IDPs, low-income households, single-
headed households, etc.  

11. Contact person(s) at 
the community level Contact name, telephone number, function 
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Project objective and the intervention logic 
This part introduces the project’s background and its specific objective and explains how the objective will be 
achieved.  
 

12. Context and 
justification of 
the project 

Present briefly the main findings of the assessment: 
- Economic security problem(s)1 that you want to address through this intervention. 
- The main causes of this / these economic security problem(s).  

Note: For complex situations, consider adding a problem tree instead of writing a long narrative. 
- Describe how the humanitarian situation is likely to evolve in the near future (forecasting). 

13. Specific 
objective of the 
project2 
(SMART) 

Formulate the project’s specific objective. It should provide information on: 
- the change(s) that you want to achieve; 
- who the project is for (type of beneficiaries, number and location); 
- by when the change(s) should be achieved; 
- how this will be done, e.g. through which intervention(s). 

Example: 2,000 returnee households in Sununi (Sinjar province) will have increased their average 
annual income by 20% by next October through the provision of five gestating sheep per household. 

Note: The specific objective is the driving force of the project and all efforts and means are geared to its 
achievement. It is crucial for the beneficiaries of the project to be aware of the objective and to agree 
with it. 

14. Intervention 
logic3 

The intervention logic is a causal chain that explains the project’s strategy. It shows how the 
goods and/or services provided (the project outputs) will be used by the beneficiaries to 
achieve the intended result(s). 
- List the outputs that the project should deliver. 
- Explain / illustrate how each of these outputs will lead to / contribute to the desired short-

term outcome(s). 
Example: The provision of seeds will not lead directly to a change in food production. Food production or 
income will only be increased if a number of essential intermediary stages such as seed storage, land 
clearing, sowing, irrigation, weeding, etc. are made to happen. The intervention logic should contain all 
key landmark steps (milestones) that occur between the output stage and the intended short-term 
outcome(s). 

Note: For more complex projects, such as livelihood support projects, a graphic illustration / map of the 
intervention logic may be more useful than a narrative or a table. 

Note: Wherever possible, the intervention logic should be formulated together with the people concerned 
/ beneficiaries. 

15. Risk analysis 
and mitigation 
strategies 

During risk analysis, the main external factors that could have a negative effect on the project4 
are identified and analysed. If possible, the project should be adjusted in order to mitigate 
these risks. 
In this section, describe possible mitigation strategies, formulate the remaining risks as 
assumptions5 and explain how they will be monitored. 

Note: Also include risks that are linked to possible negative effects of the project. 

16. Monitoring 

Describe the cornerstones of the monitoring strategy. 

For the results monitoring framework, see Annex 1. 

For details of monitoring activities, see Annex 2. 

17. Accountability 
to affected 
populations 

Describe how the affected population will be involved in the planning, implementation and 
monitoring of this project.6 Also refer to any other local actors / institutions that will be involved 
and the role that they will play. 

                                                
1  A critical gap in one or more of the EcoSec core components: food consumption, food production, income, living 

conditions and essential services. 
2  It is also possible to document several interventions that fall under different SOs in one common project proposal 

provided that these interventions are designed to achieve a common goal and target the same population. Refer also 
to the EcoSec reference framework. 

3  For simple relief interventions, points 14-16 can also be summarized in a logframe matrix. 
4  For example, adverse climatic conditions, conflict, stakeholders opposed to the measures, diseases or negative 

market dynamics. 
5  Assumptions are positively formulated risks, i.e. people will have access to their land during the cultivation season, 

pests will not destroy the crops, the climate will be favourable for cultivation, etc. 
6  Refer also to the EcoSec Brief on Accountability to Affected Populations (AAP) circulated in July 2014. 
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18. Involvement of 
the National 
Society or other 
Movement 
members 

If relevant, describe the role that the National Society and/or other Movement members will 
play in the project.  

19. Exit strategy and 
sustainability 

Are there any measures that can be taken so that the positive achievements are lasting rather 
than merely temporary? Can beneficiaries or other actors take over some responsibilities? 

Will the project strengthen people’s ability to resist future shocks (resilience)? 

If relevant, describe how the project fits into the wider humanitarian context (integrated 
approach, coordination with authorities and other actors.) 
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Annex 3: Budget 
 

Item description Accounting 
code Unit Cost per 

unit in USD 
Total quantity 

needed 
Total cost in 

USD 
Wooden boards, 120 cm x 30 cm x 2 
cm XXXXX Each 4 12 48 

Shovel XXXXX Each 20 5 100 

Stationery XXXXX Lump 
sum - - 60 

Per diem for RC volunteer XXXXX Each 12 30 360 

      

      

      
      

Total local currency (USD)  

Total CHF  

 
 

 
 
Other annexes can include (but are not limited to) the following: 

• Assessment report 
• Map of the area 
• Cost-benefit analysis of the project 
• Example of the data collection format/tool for the baseline 
• Example of the process and impact monitoring format/tool 
• Information on suppliers 
• Specifications of items (if procurement is needed) 
• Timing of expenditure if relevant (e.g. if large sums will be required at certain points in the project) 

 







ANNEX 2: 
ECOSEC MONITORING  
AND EVALUATION REPORT TEMPLATE



  
 
ECOSEC PROJECT [MONITORING/REVIEW] REPORT  

  

 [COUNTRY] – [TITLE OF THE REPORT] 
DD Mmm YYYY 

Economic 
Security Unit 

 

 

 

Notes on this template 
ü This report template is complementary to the EcoSec assessment report template and the project proposal 

template (available in the EcoSec Resource Centre). Together, the three documents cover the entire cycle 
of EcoSec projects. 

ü The template lists the elements that should be included in a report on a project monitoring and/or review 
exercise. In general, the report should provide answers to the following questions: 

o Did significant changes in the environment occur that have an effect on the project? Did the project 
itself cause significant changes in the environment? 

o Were the project outputs delivered successfully? 
o Has the project achieved its objectives or is it making progress towards those objectives? 
o What are the causes of these findings? 
o Does the project need to be adjusted and if it does, how? 
o What lessons can be learned for similar future projects? 

ü The exact topics covered in the report and the degree of detail will vary according to the project and the 
context. While all chapters should, in principle, be included in any such report, there will be cases where 
some do not apply because of constraints linked to the context or because of limited resources. 

ü The report does not have to be completed all at once. As with the assessment reporting template, it is 
possible to add information continuously and to complete the report over time. 

ü Secondary data obtained from existing studies/reports and/or from remote management are considered an 
integral part of any data collection exercise. They should be integrated into the report as far as possible. 

ü It is recommended to include a short Executive Summary. 
ü All text placed in square brackets [ ] should be replaced as relevant to this report. For example, [COUNTRY] 

can be replaced by the country name. [MONITORING/REVIEW] should be replaced by the type of report 
(monitoring, review, etc.), and so on. 

ü Headers and footers should be given the correct title, country and date before dissemination. 
ü Additional headings may be used to organize information in each section for easier reading. They may not 

be necessary for short reports or if there are only small amounts of information to report. 
 
Please delete this note before using the template. 

 

  



EcoSec [monitoring/review] report [COUNTRY] – Thematic 

 

 Month YYYY | 2 
 

EXECUTIVE SUMMARY 

The executive summary is normally written after the main report has been completed and should be no longer than 
one or two pages. It is a summary of the most important points to be communicated to the intended readership, 
including: 

► What is the name of the project monitored/reviewed and who was the target population? à From Section 1 
► Objectives of the monitoring/review à From Section 1 
► Limitations and reliability of the data à From Section 2 
► Were there important changes in the context / general situation that influenced the project or is the project 

having / has had unintended side-effects? à From situation monitoring, Section 3.1 
► Conclusions on the main outputs of the project(s)? à From activity or process monitoring, Section 3.2 
► Conclusions on the main outcomes of the project(s)? à From results monitoring, Section 3.3 
► Recommendations for project adjustments à From Section 5  
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1. CONTEXT AND RATIONALE FOR THE [MONITORING/REVIEW] 

1.1 Context 

Short description of the situation and the events that led to the project: 

► Type of crisis/shock, time of the year when it occurred, location(s) concerned, people affected, etc. 
► If relevant, evolution of the context since the intervention began. 
► Link/refer to any background documents such as assessment reports. 

1.2 Description of the project(s) 

► Include a short overview of the project’s intervention logic that explains how the project is expected to 
achieve its objectives.1 

► Refer to key documents such as project proposals, monitoring reports of related projects, etc. Cited 
documents may be included as annexes. 

1.3 [Monitoring/review] objectives 

Typical objectives for a monitoring or review exercise can be one or a combination of the following: 

► To determine whether the projects’ objective remains relevant or if there have been significant changes in 
the situation that require adaptive measures (identified through situation monitoring). 

► To measure the progress and quality of the implementation of the intervention (activity or process 
monitoring). 

► To measure progress towards achieving planned outcomes (results monitoring). 
► To consider/suggest adaptive measures. 
► To contribute to a learning process: What worked well and what did not, and why? 

2. METHODS AND RELIABILITY OF THE DATA 

2.1 Methods used in the [monitoring/review]/[data gathering]2 

An overview with relevant details on the method used, including: 

► General approach to the exercise (household survey, secondary data review, qualitative group discussions, 
participatory assessment, etc.). 

► Team conducting the monitoring/review, dates or period covered, itinerary, sources of secondary data 
reviewed, etc. 

► Data collection methods used, data collection tools used, sampling approach chosen, analysis plan, etc. 
Attach relevant files as an annex. 

► Technology used including equipment (camera, mobile phone, etc.) and software 
► Level of involvement of the community in the monitoring/review 

2.2 Limitations and reliability of the data 

Provide an overview of limitations and reliability of the data, including:  

► Specify whether the data collected can be extrapolated to the overall population and/or areas of interest. 
► Explain the limitations linked to the sampling approach chosen, the types of respondents, data collection 

tools used and timing of the assessment (e.g. seasonal issues affecting the data collected). 
► Add any major constraints that may have affected the quality or validity of the findings, such as security 

constraints preventing access to certain areas, lack of female enumerators limiting access to women, the 
interpreter may have not conveyed the information fully, lack of some key secondary data (e.g. population 
figures), etc.  

                                                        
1  The intervention logic describes how the resources (inputs) will be provided and how they will lead to the planned results. It 

is the backbone of the project’s theory and has to be formulated during the project design phase. The intervention logic can 
be presented in the form of a table (result chain / logframe matrix), a mapped impact pathway or a narrative. 

2  Note: For triangulation and complementary purposes, primary data collection should be preceded by a review of secondary 
information available on the pre-crisis or current situation. The two types of information must be combined in the various 
sections of the report rather than presented in two separate sections. 
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3. RESULTS 

3.1 Situation monitoring 

Situation monitoring aims to detect the main changes and trends in the environment. Its purpose is to reassess 
the relevance of ongoing project(s) and to detect any undesired side-effects of a project on the environment. It is 
a permanent activity that is also referred to as continuous assessment. 

Situation monitoring should answer the following questions: 

► Has the situation evolved significantly since the last assessment/monitoring (important changes in policies, 
institutions and processes, vulnerability context, etc.)? 

► Have there been substantial changes in aspects regarding the population concerned (population figures 
and composition, livelihood and coping strategies, etc.)? 

► Is the project itself having an impact on the situation? For example, has it influenced prices of goods, 
attracted more people to the area, led to a change in livelihood strategies, etc.? If it did, was the impact on 
the population positive, neutral or negative?  

Based on the above findings, decide whether the changes in the situation require adaptations to the project. 

3.2 Activity or process monitoring3 

Activity or process monitoring is a type of monitoring that follows up on the implementation of the project. Its 
findings contribute to an assessment of the project’s efficiency. 

Based on the project’s activity monitoring framework4 (see Annex 2 to the project proposal template available in the 
EcoSec Resource Centre), give the following indications: 

► Were the planned resources available when they were needed (timeliness) and of sufficient quality and 
quantity? 

► Have the activities been carried out as planned? 
► Have the intended outputs been made available to the beneficiaries (to whom, how many / how much, 

timing, quality, etc.)? 
► Have others also benefitted from these outputs? 

Based on the results, decide whether the intervention has been implemented as forecast. If it has not, explain why. 

3.3 Results monitoring 

During project implementation, results monitoring looks at how the provided outputs are being used by 
beneficiaries and establishes whether they are leading to the intended outcomes (at the short-term outcome 
level). Once the project has been completed, result monitoring – or alternatively, a review/evaluation5 – will 
allow the project’s effectiveness to be assessed. Its findings inform decisions on ongoing projects and can 
provide lessons for future projects. 

In specific terms, results monitoring assesses whether any significant change has occurred at the level of the 
EcoSec core component(s) that are supported directly by the project.6 It then tries to establish if and to what 
extent this change can be attributed to the project. The EcoSec core component(s) can be assessed by using 
the preferred indicators listed in the EcoSec reference framework and/or with locally defined short-term outcome 
indicators. If necessary, some medium-term indicators can also be included to assess whether the project is 
likely to have further impact. 

                                                        
3  Depending on the scope of the exercise, it might be sufficient for the activity monitoring to report on the achievement of 

anticipated outputs only. 
4  Also referred to as an “activity and resource plan” or a “plan of action”. 
5  On some occasions it will be advisable to conduct a review or evaluation that looks at results beyond the short-term outcome 

level. In this case, the focus will be on identifying positive – or negative – long-term effects of the project (medium-term 
outcome and impact levels). The objectives and proceedings for a review or evaluation are defined in the Terms of 
Reference (ToR). 

6  Depending on the situation, you might also want to report on changes in EcoSec core components that were affected 
indirectly. For example, you may be able to document the fact that a project which aimed at restoring food production also 
had a measurable / clear positive impact on beneficiaries’ food consumption. 
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Based on the project’s results monitoring framework (see Annex 1 of the project proposal template available in the 
EcoSec Resource Centre), indicate whether the intended changes were achieved in terms of: 

► Percentage of beneficiary households whose situation has changed (average number of households with 
an increased income, etc.). Have some beneficiary groups benefited more or less? If so, who are they and 
why did they benefit more/less? 

► Level of change (average increase in level of income, average % increase in income, etc.). Does it 
correspond to the intended change? 

► Have intended changes occurred within the planned time frame? 
► Can the observed changes [at the core component level] be attributed to the project? Were there any other 

[external] factors that could have also contributed to these changes either positively or negatively (food 
consumption of beneficiary households improved following the income-generation project, which could also 
be attributed to a decrease in food prices on the local market, etc.)? 

► Where possible, include feedback on changes that go beyond the short-term outcome level. Qualitative 
indicators can be used to provide information on how the short-term outcomes contributed to the medium-
term outcomes. 

► You can also include some qualitative feedback, e.g. beneficiary satisfaction. This can be done, for 
example, by rating different project components on a scale. 

Based on the results, conclude whether the intervention has achieved – or is on track to achieve – the desired 
outcomes. If it is not, explain why.7  

4. SUCCESS AND LIMITATION FACTORS 

4.1 Main factors that contributed to success 

List factors that contributed positively to the outcomes: 

► List any elements of the project (the creation of a local committee, the provision of improved seeds, etc.) 
that had a particularly positive influence on the results (outcomes)? 

► List any external elements (parallel projects, other stakeholders, climate, etc.) that had a positive influence 
on the results (outcome)? 

4.2 Main constraints faced by the project 

Brief analysis of any constraints limiting the full potential of the project as a whole or particular aspects of the 
project. These constraints can be internal: 

► Internal [ICRC] constraints (lack of human resources, delayed internal procedures, etc.) influencing the 
results (outcomes). 

► Constraints linked to the project (lack of a proper maintenance mechanism, wrong type of seeds, etc.). 
► External constraints influencing the results (insecurity, unfavourable climate, etc.). 

5. ADAPTING AND LEARNING 

5.1 Recommendations to adapt the ongoing intervention 

If the results show that the current intervention needs to be adapted, list the specific recommendations for project 
adjustments. 

5.2 Lessons learned and recommendations for future interventions 

Overview of the main lessons learned throughout the implementation and monitoring/review of the project(s). 
Explain how these lessons will be disseminated to maximize the possibility that they are taken into account in the 
future. 

 
For more information or feedback, please contact: 

First name SURNAME (email/telephone/delegation) and First name SURNAME (email/telephone/delegation) 
                                                        
7  Be specific and refer to the project’s objectives (degree/amount of change, for whom and how many of them, when, etc.). 

For example, of the 2,200 beneficiary households in Massisi territory, 90% cultivated the seeds distributed but only 40% 
harvested owing to renewed fighting in the area and partial displacement of the population. For those who harvested, the 
average production was 20 bags of maize, 5 bags more than the targeted 15 bags. 
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International Committee of the Red Cross [Delegation] 
 

6. ANNEX(ES) – [DETAILS] 

Any relevant supporting information/documents, such as: 

► Field trip team composition and itinerary and locations visited 
► Data collection tools 
► Detailed findings, such as statistics and graphs (e.g. market price data) 
► Important contacts for a follow-up 
► References/works cited 
► Map 

Separate different types of supporting information into different annexes. 





MIssIon
The International Committee of the Red Cross (ICRC) is an 
impartial, neutral and independent organization whose 
exclusively humanitarian mission is to protect the lives and 
dignity of victims of armed conflict and other situations of 
violence and to provide them with assistance. The ICRC also 
endeavours to prevent suffering by promoting and 
strengthening humanitarian law and universal humanitarian 
principles. Established in 1863, the ICRC is at the origin of 
the Geneva Conventions and the International Red Cross 
and Red Crescent Movement. It directs and coordinates the 
international activities conducted by the Movement in 
armed conflicts and other situations of violence.
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