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The M&E Unit briefing note
Background

The M&E unit was established mid-year 2006 in support of the UN and Partners Work Plan for Sudan (Work Plan)
. The aim of the unit is to deliver monitoring and evaluation products and services that reinforce accountability, transparency and organizational learning through the Work Plan process.
The unit consists of five international staff, three based in Khartoum, one in Darfur (El Fasher) and one in Southern Sudan (Juba).  The unit has two national officers and requisite support staff. The Director of the M&E unit reports directly to the DSRSG/RC/HC and her Deputy in Juba. The M&E unit is currently co-located with OCHA and works very closely with the OCHA Planning unit on Work Plan and CHF issues. 
To date, the unit has focused on the following areas of its internal Work Plan (see Annex 1):

· Supporting sectors in improving strategic planning

· Strengthening sectoral level M&E systems and developing associated tools
· Managing the Work Plan End- and Mid-Year review processes  

· Coordinating the external evaluation of two sectors, Food Security and Livelihoods and Water and Sanitation
· Reviewing existing information systems and establishing a repository of monitoring information such as assessments, surveys and reports (http://www.unsudanig.org/workplan/mande) 

· A study of the CHF reflecting on its links to Work Plan performance, based on 2006/2007 data
Support to Work Plan development (Objective 1)
The Unit assists in designing Work Plan templates and supports sectors in preparing their plans in a collaborative manner that is needs-based, and measurable.  For certain sectors, this includes the establishment of logic models with particular focus on sector indicators that are measurable. For Work Plan 2008, attention is on establishing a base that will allow for improved sector analysis in 2008. Efforts have therefore been around improving the quality and reducing the number of indicators within the Work Plan to a more manageable number (approximately 800 in 2006, over 1400 in 2007 and less than 100 in 2008), standardising objectives and indicators across regions and improving indicator definitions and baselines. A simple format was designed to assist M&E focal points in capturing key indicator information (see Annex 2). This tool also assists in ascertaining whether the requisite data collection sources and tools are in place at sectoral and regional level for systematic reporting. Based on data collected so far, experience gained over the last year, and existing monitoring mechanisms a clear monitoring strategy will be elaborated in Work Plan 2008 including a summary of individual sector monitoring plans for the year. The Unit encourages sectors to develop proposals if major data gathering exercises such as a survey is required, and supports advocacy for resource mobilisation for such an activity.  
Monitoring of implementation of the Work Plan (Objective 2, 4, 5 and 6)
Monitoring of the Work Plan is primarily undertaken through the following mechanisms:

1. Mid and End-Year reviews: Sector reporting against objectives and indicator targets,  financial reporting by participating organisations

2. Independent external evaluation of key sectors and their performance 

Monitoring of the Work Plan is based on sector performance measured against defined targets taking into account parameters such as funding, access and capacity. Individual projects may be selected for detailed monitoring/reporting (such projects will typically be large recipients of CHF funds). Monitoring and reporting of implementation against Work Plan objectives is undertaken at regular frequency by 12 sector leads from different agencies on behalf of the sector. Technical and coordination support on M&E is provided to sectors by the Unit throughout the annual cycle and at different levels. 

The Mid and End Year Reviews are the major deliverables of the unit and present an opportunity to review progress against objectives and adjust planning assumptions, priorities and strategies as needed.  The M& E Unit facilitates reporting and analysis by providing coordination and limited technical support. These reviews report accomplishments and challenges, make conclusions on the various regions and sectors and provide recommendations on the way forward. While producing these reviews is considered a substantial achievement, delivering them on time remains a challenge yet to be addressed.
Throughout the year the Unit engages with sector leads on a regular basis. Focus in 2008 will be to support sector adherence to the monitoring plan, in particular data collection at regional level. Strengthened monitoring is expected to improve analysis and highlight major trends, developments and or challenges.  .  
Information Systems (Objective 2 and 5)
Directly related and key to the success of Work Plan monitoring and reporting is advocacy for the strengthening, and where necessary establishment of information systems to collect and analyze data from different sources. Experience so far shows that while significant progress has been made in sector coordination, planning, and data compilation, there is a widespread lack of systematic data collection, storage, processing and communication processes at the sector level. Integrated sectoral information management systems have not been adopted and therefore data analysis that would contribute to evidence-based decision making is weak in many of the sectors.  This is a priority area of advocacy for the unit. As such a review of UN and Partner monitoring systems has begun. The review includes: mapping organizational M&E systems, collecting information on existing M&E activities in UN Agencies and INGOs, compiling indicators in use by agencies and sectors, documenting databases and reporting systems within the various organisations; compiling major national reports, policy documents, assessments, surveys and evaluation reports; and establishing a contact list of M&E practitioners for sharing best practices in monitoring and evaluation. This information will assist in developing a unified knowledge base for the Sudan. Information collected is available on the M&E website (http://www.unsudanig.org/workplan/mande). A report on findings will be produced, shared and discussed in December. This will form the basis of an advocacy strategy in 2008. 
Feedback on the 2006 End of Year Report and the 2007 Mid Year Review called for improved analysis of the large amount of information generated by the Work Plan. It is expected that efforts to improve sector planning and indicator and baseline information described above coupled with two new tools currently under development (Information collection and Sector Analysis
) will yield positive results in 2008.
Evaluation support (Objective 4)
Assisting sectors in preparing independent reviews on their Work Plan progress has been an area of focus in 2007. The unit is expected to function as a resource for significant agency/sector evaluations planned for Sudan. Focus is not on actually conducting evaluations but rather providing support to external reviews, studies and evaluations and maintaining a library of key assessments and evaluations and surveys conducted in the different UN agencies and NGOs.  Significant preparatory work has been undertaken in advance of the Water and Sanitation and Food Security and Livelihoods Reviews slated to take place in January 2008. A review of the Health and Nutrition sector will take place in the first half of 2008. These studies will allow for an outside evaluation that compares 2006 and 2007 sector achievements against objectives set out in the respective UN and Partners Work Plans. 
CHF Monitoring (Objective 3)
The strategy for monitoring the CHF is based on the assumption that the impact of such a funding tool is best measured at sector level. That is by comparing the flow and timing of CHF funds with a mapping of how sectors and regions performed against targets. The question to be answered is if priority regions/sectors that received significant CHF funds early in the year perform better (i.e. meet their targets) as compared to other areas that relied on bilateral funding, and perhaps received funds later or in a less targeted manner. This undertaken within an overall analysis that also takes into account the flow of non CHF funds and constraints such as access and capacity. As part of the Units activities, a study is underway to ascertain whether a relationship between CHF funding and sector performance can be established through existing data. The analysis is based on 2006 allocations to all sectors by region, as well as a review of achievements as reported through existing M&E structures. The study focuses on a detailed analysis of reported sector achievements where the percentage of funds actually received from the CHF was over 25%
. Interviews and preliminary data from the CHF study indicate that increased reporting by CHF recipients will be necessary for an improved analysis of CHF effect on sector performance. The final report and its recommendations (expected in December 2007) should assist in refining the overall CHF mechanism in 2008.
CHF guidance does not call for separate reporting by projects receiving CHF funds. Reporting is called for through the sector reporting framework (as described above)
. Therefore any analysis of CHF effect on sector performance is based on sector level monitoring information However, in order to facilitate an improved analysis of CHF funding, some key recipient projects of CHF funds will most probably need to be selected for direct detailed reporting. 

Challenges 

The M&E Unit has faced a number of challenges during its first year. While a separate draft report has been prepared on this, a number of the challenges are worth highlighting:
· The difficulty in recruiting and maintaining staff continues to plague the unit. On average, the unit has operated on 50-60% staff capacity and one year later is still unable to negotiate the bureaucracy to recruit an operations manager. Another example is the fact that Juba has only had staff on board for a period of 4 months in the past year. In retrospect, the operations officer should have been the first post recruited as existing staff have estimated between 25 - 50% of their time was spent on admin/finance/hr etc matters. One M&E Officer spent over 50% of their time during the first 6 months on operations. The fact that the head of the M&E unit functioned as the Work Plan Team Leader in addition to supporting the Resident Coordinators Office was also a draw back. The issue of Work Plan Team Leader has been addressed. The issue of support to the RCO will be resolved in early 2008.
· The amount of work necessary to compile sector activities from the 7 planning regions, (with up to 12 sectors and over 100 Partners) for the Work Plan can not be underestimated. On paper, each of the three Work Plan benchmarks (Work Plan, MYR and EYR) takes 5, 3 and 3 months respectively. The Work Plan Team has been unable to meet the time frame for delivering the Mid and End Year reports. It is hoped that work currently underway to define a monitoring strategy with baselines, source of information, strengthened indicators and with method for analysis of information will not only improve the quality of the document, but also reduce the time required for the Mid and End of Year reviews.
· As stated in the section on information systems, this is a gap that will be the focus of advocacy in 2008. 
· Sector coordinators have agency responsibilities and therefore sector leadership is not a full time position. Some sector leaders in the north coordinates upwards of 50 agencies, in 6 regions, with some sector budgets in excess of 100 million dollars. The Situation is the same in the south where some Sector Leaders also coordinate a similarly large set of sector partners including UN agencies, International NGOs, local NGOS and community based organizations located in the 10 states of Southern Sudan. The Sector Leader is responsible for coordination of programmatic activities, reporting, monitoring, CHF activities and delivering sector products on behalf of the sector.  Finding the space to advocate for increased monitoring or improved systems is difficult. Sectors that benefited from the SSCA
 pilot (see final SSCA report) agree that having dedicated sector support was beneficial. Discussion is underway on how best to provide requisite capacity to sectors given the deliverables expected from each sector. 
Annex I – Summary of M&E Unit Objectives

	Monitoring and Evaluation Unit Sudan - Objectives and Strategies

	Objective 1 
	To support the sector leaders in designing  sector plans with solid monitoring and evaluation components

	S1
	Assist in the design and promote the integration of solid monitoring and evaluation components into sector plans

	S2
	Provide technical input and resource support (e.g. Consulting, training, mentoring) to Sectors at key intervals

	S3
	Make available to Sector Leaders/Sectors technical support to integrate M&E plans into their sectors  (either through existing staff or through external expertise)

	Objective 2
	Assist sectors in building their in-house Monitoring & Evaluation systems to monitor progress of sector projects

	S1
	Advocate for strengthened information systems with Sectors, Senior Management and Donors

	S2
	Map the existing assessment and monitoring systems in place at sectors

	S3
	Support implementation of sector M&E systems at regions

	Objective 3   
	Review efficacy of CHF funds in supporting sectors to meet their objectives

	S1
	Review selected projects funded by the CHF

	S2
	Review the effect CHF funds have had on sector implementation

	Objective 4   
	Assist in preparing independent reviews of the implementation of the Work Plan

	S1
	Advise agencies/sectors seeking information on the design of reviews and evaluations

	S2
	Build a database of professional evaluation consultants in different disciplines

	S3
	Provide support to evaluation/review team (information/reports)

	Objective 5 
	Establish a Management Information System (MIS) to collect and analyze  Monitoring and Evaluation data from different sources

	S1
	Establish a knowledge base for data collected from different sources

	S2
	Establish a library of multi-media resources

	S3
	Review,  analyze and report on common issues  between sectors

	Objective 6
	Design and produce analytical reports

	S1
	Carry out End-Year Review of 2006 Work Plan 

	S2
	Carry out Mid-Year Review of 2007 Work Plan  
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� The Work Plan is the UN and Partners strategic, planning & monitoring, coordination and resource mobilisation tool. The Work Plan is made up of 7 planning regions and a national programme, each of which has up to 12 sectors. Total 2007 appeal is 1.8 billion dollars. See briefing note for UN and Partners Work Plan at (www.unsudanig.org/workplan).


� While the Work Plan has been successful at assisting sectors to set clear indicators and targets against which they report, some sector leaders have intimated that a simple tool to help them manage the Work Plan sector information as well as a tool to assist in a participatory analysis of information would be useful. These tools are currently under development. 





� The unit assumes that if a sector receives a quarter of its funding from CHF there is likely to be a correlation between CHF and reported sector achievements.


� The sheer scale of the CHF (in 2006, the CHF made 431 allocations to 258 different Work Plan projects, totalling $166 million) means that the resources needed to handle individual project reporting on CHF would be significant, and the expected benefit of undertaking such reporting would therefore need to be seen in relation to this.


� Six Sector Strategy and Coordination Advisors (SSCAs) were recruited to support sectors (FSL, WES, Education, Health and Nutrition) in strategy development, coordination and communication, information management, monitoring and reporting.  These recruitments came as a result of the realization that the workload of the 2006 Work Plan for Sudan placed particular pressure on UN Agencies designated as Sector Leads, who take on sector coordination as well as agency programming responsibilities. The SSCA role was envisaged as a central, but non-technical role in support of coordination. The SSCAs were hired by the Resident and Humanitarian Coordinator (RC/HC) and placed within a host agency.  
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