Hivos Policy framework for 

result orientation and result assessment

(Summary
)

	“Not everything that counts can be counted.

And not everything that can be counted, counts.”

(Albert Einstein)


Introduction
Hivos' aim to work towards structural poverty alleviation with a strong focus on civil society building and lobby, means dealing with objectives of social and political change. Change is not a linear process following a simple cause - effect model. Hivos and its partners are part of, and intervene in, ongoing societal processes that are dynamic and heavily influenced by a range of other actors and factors in the local and international context. Structural change takes place over long periods and impact can often be assessed only after many years. Attribution and aggregation of results of development efforts are internationally acknowledged problems, inherent to the ‘aid chain’.
In view of this fact and the diversity of its partner organisations and their context, Hivos does not believe that one uniform model or format for result orientation and result assessment can accommodate all partners
. Hivos therefore follows an approach that:

· allows for diversity and flexibility, 
· is based on methods and indicators proposed by partners themselves, and which are meaningful and relevant to them,

· contributes to learning processes of both partner organisations and Hivos. 

Why assess results?

In theory, development organisations try to keep track of results in order to:
· monitor if they have done what they planned to do;
· be accountable for the way they use (public) resources and for the trust placed in them by constituencies;
· to know if the change they intended has occurred, and if there have been unintended effects;

· to learn from their practice and experiences, in order to act more effectively in the future;

· to learn about how change takes place and develop new theories of change.

In daily life, the most prominent reason for many organisations to pay attention to results is that donors require reports. The upward accountability pressure in the aid chain, caused by the dependence on funds, leads to a tendency within organisations to shape their organisational priorities and processes towards the requirements of donors, at the cost of their own and their constituencies’ needs. Reflecting on the results of our work is a potentially important source for organisational learning, but is often a victim of that mechanism. In most cases where results are monitored for the donor alone, the organisation learns little or nothing from the whole exercise. 
In Hivos’ view, the value of tracking, documenting and sharing the results of our work should be seen in the perspective of learning to become more effective in achieving our objectives of social change, individually and collectively. Hivos aims to support partners to develop their capacities in this field.  
Why ‘result assessment’ and not ‘monitoring and evaluation’?

Hivos uses the term result assessment as a broad, ‘umbrella’ notion: "all ways and forms of appreciating and registering results (i.e. all type of outcomes of activities or interventions) aiming at a specific objective or a more general goal". It refers to results at different levels and time frame: output, effect, impact; and of different quality: quantitative and qualitative. Hivos prefers the term result assessment, because it encompasses more than the more regularly used "M&E". Monitoring is often understood as an internal process to "check if we are doing what we planned to do", and evaluation as an ex-post assessment of results achieved, most of the times performed by external actors (i.e. consultants, donors). Hivos is in favour of a more integral, more internal, ongoing and self-determined organisational process of result assessment, with the involvement of various stakeholders. 
‘Result orientation’ for Hivos refers to the whole process of objective setting, programme design, planning, monitoring, result assessment, reflection and learning. 
Hivos’ approach 
Hivos' selection of partner organisations is mainly based on the match of goals we are working for: Hivos and its partners are active in the same 'domains of change', striving for the same goals from a (largely) shared vision on development and change. The assumption in Hivos' approach to result orientation and result assessment is that if the objectives of Hivos and its partners match, we may expect that the achievement of results of partners contributes to the achievement of Hivos' objectives. 

The core of the approach is that Hivos requests its partners:

· to invest in developing an organisational process and practice of result orientation and result assessment that suits their own needs for information, learning and accountability, and those of their constituency and other stakeholders;

· based on that practice, to propose to and negotiate with Hivos intended/ anticipated key results and related indicators, that will be the focus for monitoring of the contract with Hivos.

It means that Hivos does not use standard indicators that all partners have to report on. Partners are encouraged to choose the methods and instruments for result oriented practice that suit their objectives, type of activities and organisational capacity and needs. One of the most widespread instruments in the development sector is Logframe Analysis. Hivos’ approach uses basic elements of Logframe thinking, such as intervention (or programme) logic, assumptions about change underlying that logic, breaking down longer-term objectives into intermediate steps, different result levels, and using indicators. But Hivos shares the criticism that is formulated over the years on the instrument and does not demand from partners to use the Logframe format. 
Result orientation in the funding procedure 
In their funding proposal to Hivos, partners are requested to present a clear outline of:

1. The objectives of the organisation, operationalised for the period of the contract. 

The timeframe of objectives can be short-term (1-2 years) and mid-term (3-5 years) and should be placed in the perspective of the longer term goals of the organisation (longer than 5 years).


2. The main results intended to be achieved, or – in case of interventions where the agenda is largely set by other actors - the specific 'areas of change' in which the partner expects to achieve results. 

The anticipated results should be formulated at the level of: 
a)  output and outreach; 
b)  effects (or outcomes); 
c)  the partner organisation itself (organisational development).

Expected results should be realistic and - at least partly - within the control of the organisation: what you cannot influence, you cannot change. The plan should also specify how and for (the benefit of) whom the results should be achieved.


3. A limited number of indicators that the partner will use to determine if the envisaged results/ changes have occurred. 

Indicators are the variables or 'signs of change' that the organisation plans to use to 'measure' or assess if - and to what extent - the expected result has indeed been achieved. 
The choice of indicators should be argumented: why is this set considered the most relevant and useful by the partner? 
Impact indicators (for longer-term goals and more structural changes) will in general not be included in the contract agreement, as one contract period is too short to achieve and assess them.


4. (Limited) baseline data regarding the indicators.

In order to be able to assess any change in relation to the objectives of an intervention, one needs to have basic information on the situation at the start of the process. Hivos requests partners to record a limited amount of relevant data/ information per selected indicator, that reflects the situation at the start of the contract. If that information is not readily available, an agreement will be made on what, how and when the information will be collected.

5. The main methods the partner uses to assess if and to what extent it has achieved the intended results.

The plan should specify how the progress will be monitored and how result information ('evidence') will be collected and used.


The contract agreement

In the process of selecting and proposing indicators and shaping the monitoring process, the partner organisation is expected to take the lead. In Hivos’ view, that should ensure optimally that the proposed process and methods are in line with the information needs and the capacity of each individual partner organisation and contribute to its internal learning processes.
After discussion of and agreement on the above mentioned elements they become part of the contract between Hivos and the partner. The indicators form the basis for monitoring and evaluation during the contract period. They will be included in the written agreement, as an annex to the contract. Assessment of annual plans and reports, monitoring during duty trips of Hivos staff, and evaluations will largely focus on progress related to these main indicators.

In the course of a contract period, an indicator agreed upon may prove to be less relevant than expected or not possible to ‘measure’. That indicator can – in consultation - be replaced.

Monitoring and assessment by Hivos
The partner organisation reports in its Annual Report on the progress made in achieving the intended results, using the indicators. Annually and at the end of the contract, Hivos makes a qualitative assessment of the extent to which the expected – and possibly unexpected - results (at output, effect and organisational level) have been achieved. The assessment is based on the Annual reports, regular contacts with the partner, duty trips of Hivos staff, an evaluation, etc. 
Project and programme evaluations are ways of looking more in-depth to results achieved by partners. They are complementary to the monitoring practice and offer more possibilities to collect qualitative data and the perspectives of different stakeholders on the achievements in their context.
Use of result information

Hivos is convinced that result information is very valuable information for all organisations. It intends to support partners to increasingly use that information for improvement of their practice and strategies and become more effective and sustainable.
Hivos itself uses its own result information and that of its partners for:
· knowledge building and knowledge sharing about effective strategies and social change in general, both internally, within its partner network and with other development actors;
· improved Hivos practices in policy and programme development, support to partners, and capacity of Hivos staff;
· improved partner practices, by using it in advice, feedback and capacity development of partners;
· accountability to funders and other stakeholders;

· lobby and advocacy in the South and the North;

· fund raising in the North for (continued) funding of development activities.
Capacity development in result orientation

Hivos supports partners in developing their capacities and practices for result orientation, for the purpose of (improved) learning and accountability. It does so by organising capacity development activities for groups of partners, and by offering organisation-specific support to individual partners. If partners feel they lack skills or knowledge in this field, they are advised to include a request for capacity building in their funding proposals. Financing for internal or external training or participation in workshops is available. 
As an additional support, reference documents and useful website links are available to all partners at the Hivos Virtual Office at www.hivos.org. This site will in due time be extended with a knowledge sharing platform on result-oriented practices and organisational learning. 

� For the complete paper refer to: http://www.hivos.nl/virtualoffice/virtual_office/result_assessment/hivos_policy


� This document deals mainly with result orientation in the relation with partner organisations.
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