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List of abbreviations and acronyms

AAP accountability to affected populations 
CDC Centers for Disease Control and Protection
CIDA Canadian International Development Agency
CoM  chief of mission
FCDO Foreign, Commonwealth and Development Office, United Kingdom (formerly 

Department for International Development (DFID)
IFRC International Federation of Red Cross and Red Crescent Societies 
INL   US Bureau of International Narcotics and Law Enforcement Affairs
IOM International Organization for Migration
IRC  International Rescue Committee

JSRP Justice and Security Research Programme
LEG  Office of Legal Affairs
M&E  monitoring and evaluation
MiGOF Migration Governance Framework
MIS management information system
MoV means of verification 
NGO non-governmental organization
OECD Organisation for Economic Co-operation and Development
OECD/DAC Organisation for Economic Co-operation and Development/ 

Development Assistance Committee
OIG/Evaluation Office of the Inspector General’s Central Evaluation function
PPR project performance review
PRIMA Project Information and Management Application
PRISM Process and Resource Integrated Systems Management
QQT quantity, quality and time
RBA rights-based approach
RMF Results Monitoring Framework
SDG Sustainable Development Goal
SMART specific, measurable, achievable, relevant and time-bound
SoV source of verification 
ToC Theory of Change 
ToR terms of reference
TPM third-party monitoring
TRD Transition and Recovery Division
UNDAF United Nations Development Assistance Framework 
UNSD United Nations Statistics Division
UNSDCF United Nations Sustainable Development Cooperation Framework
USAID United States Agency for International Development
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Chapter 3 | Monitoring at IOM
This chapter looks at the essentials for monitoring an intervention (a project/programme and/or a strategy 
or policy). It introduces the Theory of Change (ToC) and the IOM Results Matrix, and describes the basic 
types of monitoring, including activity, results, financial and risk monitoring, as well as other types of 
monitoring. This chapter also focuses on remote management and monitoring, third-party monitoring 
(TPM), and explains how different monitoring elements come together to form an overall M&E plan, and 
finally, looks at monitoring and reporting on results.

3.1. An overview of how to monitor 
A strong project design is the foundation for successful monitoring. The proposal development stage 
clearly articulates the desired results an intervention aims to achieve, how it achieves them and stipulates 
how progress towards these results will be measured. Modules 1 (Conceptualization), 2 (Proposal design) 
and 4 (Project management and monitoring) of the IOM Project Handbook provide an overview of this 
process and show how the foundations for successful monitoring are laid. 

This chapter builds on the main points mentioned in the IOM Project Handbook and provides further 
technical guidance, as well as expands on new concepts such as ToC. It primarily focuses on monitoring 
a project or programme and also shows that the principles of monitoring a project or programme are 
also applicable to monitoring a strategy and/or policy. While many concepts covered in this chapter are 
important for both monitoring and evaluation (M&E) – such as the development of a ToC, the IOM 
Results Matrix, IOM Cross-Cutting Themes, remote management and the development of an M&E plan – 
guidance for conducting evaluation in IOM is covered in detail in chapter 5 of the IOM Monitoring and 
Evaluation Guidelines. IOM focuses on four key areas for monitoring: (a) activities; (b) results; (c) budget 
and expenditure; and (d) risk.

3.2. Programme theory
While various definitions exist of the programme theory, this section focuses on approaches most suited 
for the IOM operational context.1 Programme theory is a key aspect of implementation design and 
explains how an intervention (project/programme, strategy and policy) is expected to contribute to a 
chain of results.2 It is a representation of all the building blocks that are required to bring about a higher-
level change or results. It is usually formulated at the proposal development stage.3 

Programme theory is a logical thinking process on how to address a situation and respond to it through 
an intervention. It can therefore be useful in providing a conceptual framework for monitoring, as well 
as for evaluation.

Various labels for programme theory exist, including logic model, intervention logic, causal model, results 
chain and ToC. Two complimentary approaches, which are pertinent for IOM interventions, are further 
elaborated in this chapter: (a) ToC; and (b) logical framework, which is represented by the Results Matrix 
at IOM. 

While both approaches map out how an intervention leads to results, each has a slightly different purpose.

1 This chapter, inter alia, draws on definitions and concepts as shared by BetterEvaluation, n.d., which are considered to be most suited for 
the IOM context.

2 Adapted from Rogers, n.d.
3 Ibid.  

http://www.betterevaluation.org/en
https://www.betterevaluation.org/en/rainbow_framework/define/develop_programme_theory
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BetterEvaluation
n.d.   Home page. 

Rogers, P.
n.d.   Develop programme theory/theory of change. BetterEvaluation. 

3.3. Theory of Change 

3.3.1. What is the Theory of Change? 

Clearly articulating the expected results or desired change of an intervention is the foundation for M&E. 
It is necessary to identify what requires change, what expected change looks like and, finally, how such 
change can be achieved through IOM interventions. This is where ToC comes in handy. While there are 
many different definitions of ToC, this section focuses on approaches relevant to the IOM context.4  

A ToC may be viewed as a tool or methodology to map out the logical sequence of an intervention from 
activities to results, showing multiple pathways that may lead to change, including pathways not related 
to the planned intervention. It may also be viewed as a deeper reflective process and dialogue among 
staff and stakeholders, reflecting the values and philosophy of change that make more explicit the 
underlying assumptions of how and why change may occur as a result of an intervention. At its 
best, a ToC is a combination of these two views.

It is most often defined as illustrating a link between activities, outputs, outcomes and objectives, creating 
a chain of results, referred to as the pathway of change or the causal pathway.5 It is essentially a 
comprehensive articulation of how and why desired change will occur within a specific context.6 Some 
basic components of a ToC often include a big picture analysis of how change is expected to occur 
in relation to a specific thematic area, an articulation of a specific pathway in relation to this and an 
assessment framework that is designed to test both the pathway and the assumptions made about how 
change happens.7

What is a Theory of Change?8

Theory of Change is a comprehensive description and explanation of how 
and why a desired change is expected to happen in a particular context. 

Specifically, it focuses on mapping out what an intervention or change initiative 
does (its activities) and how these lead to achievement of the objective 
through results (outputs, outcomes, objectives). 

In this way, a ToC articulates hypotheses about how change happens by 
explaining the connection between an intervention and its effect. It does so 
by surfacing the logic and rationale for an intervention and articulating the 
assumptions inherent in the approach (multiple pathways). 

4 See examples of different shapes of ToCs at Center for Theory of Change, n.d.a. 
5 A causal pathway is the process of step-by-step mapping through which all the required preconditions necessary to reach a desired change 

are determined. 
6 Center for Theory of Change, n.d.b.  
7 Stein and Valters, 2012. 
8 This definition is adapted by IOM from Center for Theory of Change, n.d.c.

RE
SOURCES

http://www.betterevaluation.org/en
http://www.betterevaluation.org/en/plan/define/develop_logic_model
https://www.theoryofchange.org/library/toc-examples/
https://www.theoryofchange.org/what-is-theory-of-change/
https://assets.publishing.service.gov.uk/media/57a08a64ed915d622c0006ff/JSRP1-SteinValtersPN.pdf
https://www.theoryofchange.org/
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A ToC can be viewed as a product of a series of critical thinking exercises that provide a comprehensive 
picture of the different levels of change expected to occur due to an intervention, at the stage of its 
development, during its implementation, as well as following its completion.

Center for Theory of Change
n.d.a Theory of Change examples. 

n.d.b What is theory of change? 

n.d.c Home page. 

Stein, D. and C. Valters 
2012 Understanding theory of change in international development. Justice and Security Research 

Programme (JSRP) Paper 1. JSRP and The Asia Foundation.

3.3.2. When to use a Theory of Change 

The use of a ToC is more and more common and developed for all types of interventions. It can be 
applied to design, monitor, as well as evaluate different types of interventions and is best used to measure 
the complexity of transformation and change. Because a ToC acknowledges that change is not linear, 
but dynamic and complex, it often seeks to articulate social, political and community-based change(s) 
or empowerment initiatives. A ToC is a process-oriented approach that can be used to analyse the 
interrelations and/or interactions in complex systems in which IOM, partners and allies work. Such a 
process helps navigate in unpredictable and complex environments and helps track and assess change in 
the system to which an intervention may contribute.  

3.3.3. How to develop a Theory of Change 

It is important to note that different terminologies may be applicable when defining the multiple pathways 
of change, such as: (a) objectives, outcomes and outputs; (b) long-term, intermediate and short-term 
outcomes; or (c) outcomes and pre-conditions. This section uses the terms objectives, outcomes, 
outputs and activities to align with IOM’s M&E terminology and either develop or supplement IOM 
results matrices.

ToC is a guiding framework for all stages of thinking, action and sense-making for interventions involved 
with social and/or political change processes. 

Graphic depiction 

When graphically depicting a ToC, diagrams can be generally flexible in format and may be simple or 
complex. They can be vertical, horizontal or circular.

RE
SOURCES

http://www.theoryofchange.org/library/toc-examples/
https://www.theoryofchange.org/what-is-theory-of-change/
https://www.theoryofchange.org/
https://assets.publishing.service.gov.uk/media/57a08a64ed915d622c0006ff/JSRP1-SteinValtersPN.pdf
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Figure 3.1. Graphic depiction of a Theory of Change diagram

The graphic depiction of a ToC can help with mapping out multiple causal pathways to identify the most 
feasible one for a given intervention. Another advantage of graphically depicting a ToC is that it makes 
possible causal links more understandable and immediately visible. It enables comparisons between 
different pathways and can help identify implicit assumptions.9

Participatory approach   

The process of developing a ToC should be participatory and collaborative, and include key stakeholders, 
as well as the beneficiaries, or people that the Organization seeks to assist, and/or affected populations, 
who can offer their different perspectives to define what an expected change within a specific thematic 
field may look like.10 Their participation can also help identify underlying assumptions that are inherent to 
explaining why a particular change is expected to occur.

Multiple pathways of change   

A ToC acknowledges that change is dynamic and complex and can show different possible pathways that 
might lead to change (see Figure 3.2 where each colour of the arrows represent a different pathway). The 
process of developing a ToC helps discover these multiple pathways of change.

9 See examples of different shapes of ToCs in Figure 3.1, as well as at Center for Theory of Change, n.d.a.
10 For the purpose of the IOM Monitoring and Evaluation Guidelines, IOM uses the OECD/DAC definition of beneficiary/ies or people that the 

Organization seeks to assist as “the individuals, groups, or organisations, whether targeted or not, that benefit directly or indirectly, from 
the development intervention. Other terms, such as rights holders or affected people, may also be used.” See OECD, 2019, p. 7. The term 
beneficiary/ies or people that IOM seeks to assist, will intermittently be used throughout the IOM Monitoring and Evaluation Guidelines, and 
refers to the definition given above, including when discussing humanitarian context.

https://www.theoryofchange.org/library/toc-examples/
http://www.oecd.org/dac/evaluation/revised-evaluation-criteria-dec-2019.pdf
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Figure 3.2. Chain of results/Causal pathways

Theory of Change (ToC) 

Illustrating a link between activities and results, creating a chain of results, referred to as the pathway of change, or the causal pathway.

Chain of results / Causal pathway

Objective

Activity Activity Activity Activity Activity

Output Output OutputOutput

OutcomeOutcomeOutcome

VO updatedModule 3: Monitoring at IOM

How to develop a ToC?

A common challenge when using the ToC is the lack of a “theory” and/or using a weak theory. For 
instance, weak theories do not explain how change is expected to occur or do not state/establish 
assumptions clearly. It is important to ensure that the ToC actually articulates a logical theory, which 
makes the implicit causal mechanisms explicit and supplements the graphical representation. 

By developing a valid and relevant ToC, implementers can ensure that their interventions will be delivering 
the appropriate activities for desired and realistic results. It ensures that interventions are easier to 
monitor and evaluate, bring to scale, as well as sustain, as each step – from the ideas and assumptions 
behind it, to the results it hopes to achieve and resources required – are clearly articulated within the 
theory. A well-articulated ToC can also promote a common understanding of the intervention for all 
actors involved in implementation, thereby facilitating a cohesive and common approach.

The process of developing a ToC can help identify whether, and at which stage or level, assumptions, 
logical jumps or missing key steps in the change process are taking place. Developing a ToC is a good way 
to raise further questions such as the following: 

(a) Why is a particular change expected to happen?
(b) What evidence is available to support that expected change will/has occur/red?
(c) What logical jumps are made?
(d) What assumptions are made?

When developing a ToC, it is important to understand its purpose. ToCs can be applied at different levels, 
ranging from world views, strategies and policies, to the project or programme level and all the way 
down to activity level. For instance, world views can help clarify social and political theories that inform 
one’s thinking. Organizational ToCs can help inform the vision, mission and values that the organization 
requires to contribute to social change. For policy ToCs, it can help identify how an organization expects 
change to evolve in a specific sector and how it contributes to it. 

Scholars have not reached agreement on an overall definition of, and methodology for, developing a ToC, 
and donors may follow different approaches to drafting a ToC. For instance, the approach by the United 
Kingdom Foreign, Commonwealth and Development Office (FCDO) to drafting a ToC largely differs 
from that of the United States Agency for International Development (USAID) or that of the European 
Union.11 While FCDO’s approach still contains strong elements of a logical-framework approach (looking 
at inputs, outputs, outcomes and impact), USAID emphasizes the possibility of multiple pathways that 
may lead to change, while highlighting the importance of underlying assumptions throughout the process. 
The following depict these two different approaches:

11 FCDO is formerly the Department for International Development (DFID).
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Figure 3.3. FCDO’s Theory of Change approach

13 

Annex3

GBP £6m (included in the 
overall financial 
component) 

Management Agency 
SIDBI: 
PMU at New Delhi with 
Gender specialist

FCDO: 
Task Team Leader (0.5 
FTE); 
Economists (0.1 FTE);  
SD Advisor (0.5 FTE);  
Governance Advisor (02 
FTE); 
Programme Officer-A2L 
(0.5 FTE)   

Research/studies: 
FINSCOPE Survey; 
Cost benefit data/ Sectoral 
studies; Product 
development 

Financial products -  savings, 
insurance, pension - developed, 
piloted and rolled out based on 
women’s needs; capacity of 
partners enhanced 

70% of the 
clients will 
be poor or 
borderline 
poor (below 
USD2 a day) 
especially 
women  

Financial services 
targeted at women and 
six specific products 
rolled out 

Inputs

Outputs 4: Women’s capacities to tackle gender 
constraints relating to business and the household 
enhanced 
Activities                                         Participation 

Outcomes 
Short    Long 

Grant support to MFIs/SHPIs / 
NGOs/ training institutions through 
NABARD, SFMC/similar 
institutions  
- Providing access to financial 

products and services 
- Integrating gender issues in 

their microfinance 
programmes, 

- facilitate structured monthly 
discussions among the clients
on social, gender and health 
issues 

- Financial literacy 

0.3 mn women clients 
trained/ made aware of 
their rights, including as 
consumers of financial 
services on  
a) Financial literacy and 
b) Social, health and gender
issues 

Assumptions and External Factors 
- Low cost approaches to building capacities of 

women on financial and gender issues will be 
explored during the operational phase 

- Partner MFIs/SHPIs show commitment and 
willingness to take forward the issue; go 
beyond the assumption that simply organizing 
women into client groups addresses gender 
issues 

- Women are able/willing to determine and 
prioritize social/ gender issues and needs 

EVIDENCE Linking:  
Activities to short/ medium Outcome: Medium 
• ‘Littlefield, Elizabeth, Jonathan Murdoch, and Syed Hashemi, “Is microfinance an effective 

strategy to reach the millennium development goals?” Focus Note 24, Washington, D.C.: 
CGAP, 2003; Vaill, S., 2003, ‘More than Money: Strategies to Build Women’s Economic 
Power, Impact Report No. 1: Economic Opportunity Initiative, The Global Fund for Women,
San Francisco

• Pitt, M., Khandker, S. and Cartwright, J., 2006, ‘Empowering Women with Micro Finance:
Evidence from Bangladesh’, Economic Development and Cultural Change, University of 
Chicago; Microfinance Programme Impact Assessment 2003, United Nations Capital 
Development Fund Based on Case Studies in Haiti, Kenya, Malawi and Nigeria: 

Outcome to Long-term Outcome/ Impact: Medium 
• Kim, J. C. et al., 2007, ‘Understanding the Impact of a Microfinance-Based Intervention on 

Women’s Empowerment and the Reduction of Intimate Partner Violence in South Africa’, 
American Journal of Public Health, vol. 97, no. 10, pp. 1794-1802 ; O'Rourke K, et.al., 
“Impact of community organization of women on perinatal outcomes in rural Bolivia.” Rev 
Panam Salud Publica 1998 3(1): 9-14. 

• Manandhar DS, Osrin D, Shrestha BP, et al. “Eff ect of a participatory intervention with 
women’s groups on birth outcomes in Nepal: cluster-randomised controlled trial.” Lancet
2004; 364: 970–79. Prasanta Tripathy, et al., “Effect of a participatory intervention with 
women's groups on birth outcomes and maternal depression in Jharkhand and Orissa, 
India: a cluster-randomised controlled trial”; Lancet 2010: 375; Syed Hashemi, Sidney 
Schuler, and Ann Riley, “Rural Credit Programs and Women’s Empowerment in 
Bangladesh,” World Development 24, no. 4 (1996): 635-53. 

Increased 
decision 
making by 
women clients 

Poor and vulnerable 
people, especially 
women, benefit 
from economic 
growth in poorest 
states, India 

Women able to 
travel outside place 
of residence without 
male escort 
(50% increase over 
control groups) 

35% decrease 
malnourishment 
rate amongst 
children below 5 
years over control 
groups  

Impact 

Women gain 
self-esteem 
and self- 
confidence 

Source: Vogel and Stephenson, 2012.
Note: FCDO is formerly the Department for International Development (DFID).

https://assets.publishing.service.gov.uk/media/57a08a66ed915d622c000703/Appendix_3_ToC_Examples.pdf
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Figure 3.4. USAID’s Theory of Change approach

   Source:  Kedzia, 2018.

Irrespective of how different stakeholders approach a ToC, they all have one commonality: they enable 
the articulation of how, why and under what conditions a change is expected to occur within a specific 
context. While there is no one standard approach to developing a ToC, the following section illustrates a 
formula that can be applicable in most contexts and is commonly used by USAID to measure social and 
behavioural change.

Center for Theory of Change 
n.d.a. TOC examples. 

Kedzia, K.
2018 Theory of change: It’s easier than you think. USAID Learning Lab, 13 March. 

Organisation for Economic Co-operation and Development (OECD)
2019  Better Criteria for Better Evaluation: Revised Evaluation Criteria Definitions and Principles for Use. 

OECD/Development Assistance Committee (DAC) Network on Development Evaluation. 

Vogel, I. and Z. Stephenson
2012 Appendix 3: Examples of theories of change. FCDO, London.

RE
SOURCES

https://usaidlearninglab.org/lab-notes/theory-change-it%E2%80%99s-easier-you-think
http://www.theoryofchange.org/library/toc-examples/
https://usaidlearninglab.org/lab-notes/theory-change-it%E2%80%99s-easier-you-think
http://www.oecd.org/dac/evaluation/revised-evaluation-criteria-dec-2019.pdf
https://assets.publishing.service.gov.uk/media/57a08a66ed915d622c000703/Appendix_3_ToC_Examples.pdf
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3.3.4. How to develop a Theory of Change using the if-then-because formula  

While ToCs can be illustrated in different ways, the logic of the chain of results, or causal pathway, can 
be tested using if-then-because statements. In other words, it helps reveal assumptions that are “tested” 
through actions/activities, while assumptions play a central role in developing the ToC.

Every step taken, from the overall objective of the intervention to each of its activities, has a ToC behind 
it that can explain and articulate the logical connections (or the different pathways) between the lower-
level results, such as between outputs and outcomes, as well as between the higher-level results, such as 
the outcomes and objectives. 

A common challenge when designing an intervention are logical leaps and gaps. There may be a disconnect 
between strong problem analysis and seemingly unrelated activities, with weak links and/or assumptions 
between objectives, outcomes, outputs and activities. Through surfacing underlying assumptions, the ToC 
may provide a bridge between analysis and programming. 

Generally, a ToC can be articulated using the “if X, then Y, because of Z” formula. That is, “if X action/
activity occurs, then Y result will occur, because of Z assumption(s)”. The process of surfacing such 
underlying assumptions can help identify where logical jumps are made or helps identify missing key steps 
in the change process. 

Figure 3.5. If-then-because formula

The following section will focus on one of the many possible pathways illustrating the application of 
the if-then-because formula, noting that this exercise can be repeated for many different pathways for 
different levels.
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Figure 3.6.  Example of the if-then-because formula

The following elaborates on the example, identifying assumptions potentially surfaced through this process 
for this one particular pathway down to the output level. As many different pathways can exist for each 
level, this exercise can be done for each possible pathway.

 Ä Multiple pathways: During the process of identifying multiple pathways, it is important to note that 
not all pathways may be implemented by IOM, and that some of them can be implemented by actors 
other than IOM, and out of IOM’s control.

Objectives: Contribute to stability and security, and build a foundation for political and social development 
in conflict-prone communities of country X.

Objective-level Theory of Change

If relationships between the local authorities and conflict-prone communities in area Y of country X are 
strengthened, then stability and security, and building foundations for political and social development in 
conflict-prone communities of country X will be supported, because

• The relationship between the local authorities and conflict-prone communities is weak;
• The lack of attention from the local authorities towards the needs of conflict-prone communities has 

affected the relationship between them;
• The weakened relationship between the local authorities and the conflict-prone communities may be 

one of the causes for conflict;
• The lack of attention from the local authorities to the needs of conflict-prone communities is one 

of the causes of instability and poor security, which impedes sociopolitical development in the area;
• Others.

 Ä Multiple pathways: With each result articulated at the outcome level, an if-then-because statement is 
articulated, and the assumptions surfaced at the objective-level ToC.

EXAMPLE

IF relationships between the local authorities and conflict-prone 
communities in area Y  of country X are strengthened, THEN 
stability and security, and building foundations for political and 
social development in conflict-prone communities of country X will 
be supported, because (assumptions): 

IF access to livelihoods opportunities for conflict-prone 
communities of country X are increased, THEN relationships 
between the local authorities and communities in area Y  of 
country X are strengthened, because (assumptions): 

IF vocational skills among beneficiaries in conflict-prone 
communities of country X are developed/enhanced, THEN their 
access to livelihood opportunities will increase, because
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Outcome-level Theory of Change

If access to livelihood opportunities for conflict-prone communities of country X is increased, then 
relationships between the local authorities and communities in area Y of country X are strengthened, 
because

• People consider the government responsive for meeting their needs;
• Targeted areas lack quality services from government; 
• Target areas have historically been neglected;
• If people are grateful and appreciate the local, then they are more likely to perceive the authorities’ 

service delivery more positively, which may lead to improving their mutual relationship;
• Others.

 Ä Multiple pathways: With each result articulated at the output level, an if-then-because statement is 
articulated, and the assumptions surfaced at the outcome-level ToC.

Output-level Theory of Change

If vocational skills among beneficiaries in conflict-prone communities of country X are developed/enhanced, 
then their access to livelihood opportunities will increase, because

• Improved vocational skills may increase the chance for beneficiaries to find a job;
• Capacities are relevant to the opportunities in the target areas;
• Opportunities exist in the area;
• Local government and line departments continue to provide support; 
• Local government and line departments take ownership of the activity and provide follow-up support 

to beneficiaries; 
• Others.

 Ä Multiple pathways: With each result articulated at the activity level, an if-then-because statement is 
articulated, and the assumptions surfaced at the output-level ToC.

Additional examples of ToCs surfacing assumptions for multiple pathways can be found in the resources 
listed at the end of this section.

3.3.5. How to review a Theory of Change that applies the if-then-because formula

When reviewing a ToC, one may want to focus on the links a ToC is trying to make. The following 
checklist consists of five simple questions that may help with the review process:

(a) Are both the action (X) and the result (Y) clearly formulated? Is it clear what approach is being 
utilized? When considering the result, ensure that terms being used are clear. Ask whether the 
results are measurable, and if so, what would be a good source of verification for this. How 
would this be monitored and how would can sources of verification for this result be attained? 

(b) Is the result realistic and achievable given the scale of action, resources and time frame? Try 
to assess whether the results are proportional to the scale and scope of action. Is the result 
observable? Is it immediate, intermediate or long term? How will the result be measured? Are 
there any logical jumps and/or gaps between a modest action and an ambitious result?

(c) Do the assumptions explain why the approach is suitable? A strong assumption is able to 
articulate why the chosen approach should produce the expected change/result. This reflects 
the intervention’s problem analysis. 
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(d) Are the relevant preconditions that are necessary for success included in the assumptions? 
Assumptions targeting necessary preconditions mostly reflect conditions beyond the 
intervention’s control that are believed to be necessary to attain results, but do not explain 
why/how change will occur. This may also be viewed as being linked to thinking about risk. To 
identify such assumptions, it is helpful to ask one’s self that if the intervention were to fail, what 
may have gone wrong.

(e) Does the ToC make sense if it is reversed? 

Earlier, it was shown that ToCs can be applied to an activity, project, programme, strategy or policy. The 
following shows how to review a ToC at all the levels by applying the “if X, then Y, because Z” formula 
to each one. In cases where the “if X, then Y, because Z” formula is applied, the higher-level ToC’s “if” 
statement becomes the lower-level ToC’s “then” statement, meaning that for each statement, the action/
intervention of higher-level ToC should correspond with the result/desired change of the lower-level ToC. 

Figure 3.7. If-then-because formula linkages

Figure 3.8 applies this method of ToC review to the above example: 

Figure 3.8. Example of if-then-because formula linkages

EXAMPLE

IF relationships between the local authorities and conflict-prone 
communities in area Y  of country X are strengthened, THEN 
stability and security, and building foundations for political and 
social development in conflict-prone communities of country X will 
be supported, because (assumptions): 

IF access to livelihoods opportunities for conflict-prone communities 
of country X are increased, THEN relationships between the 
local authorities and communities in area Y  of country X are 
strengthened, because (assumptions): 

IF vocational skills among beneficiaries in conflict-prone communities 
of country X are developed/enhanced, THEN their access to 
livelihood opportunities will increase, because
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How to monitor an if-then-because Theory of Change

Monitoring the IF statements: Include questions into the data collection tools that directly relate to the 
if statement. 

Example of output-level ToC: 
• If access to livelihood opportunities for conflict-prone communities of country X are increased 

 – Was there an increase of knowledge and vocational skills? (Assess whether there was an increase 
in knowledge through the training pre/post-test; beneficiary feedback);

 – Are beneficiaries using attained knowledge and vocational skills? If yes, how so; if no, why not (draft 
lesson learned)?

Monitoring the THEN statements: Include questions into your data collection tools that directly relate 
to the then statement. 

Example of output-level ToC:  
• Then their access to livelihood opportunities will increase

 – Have livelihood opportunities for target beneficiaries increased? 
 – If yes, was it due to the intervention; if no, why not (draft a lesson learned)?

Monitoring the BECAUSE statements: Include questions into your data collection tools that directly 
relate to the because statement. 

Examples of output-level ToC:
• Because improved vocational skills may increase the chance for beneficiaries to find a job 

 – Were beneficiaries unemployed prior to training? 
 – Did they find a (better) job due to increased skills (beneficiary feedback)?

• Because capacities are relevant to the opportunities in the target areas
 – Ask beneficiaries if this is accurate.

• Opportunities exist in the area
 – Conduct context analysis.

Other resources
Anderson, A.A.

2006  The Community Builder’s Approach to Theory of Change: A Practical Guide to Theory Development. 
The Aspen Institute, New York. 

BetterEvaluation  
n.d. Home page. 

Brown, A.-M. 
2016  What is this thing called ‘Theory of Change’?  USAID Learning Lab, 18 March.

Davies, R. 
2018  Representing theories of change: Technical challenges with evaluation consequences. Centre of 

Excellence for Development Impact and Learning Inception Paper 15, London.

Hivos 
2015 Hivos ToC Guidelines: Theory of Change Thinking in Practice. The Hague. 

Lysy, C.
2018 Illustrating models and theories of change. BetterEvaluation, 10 January.  
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https://usaidlearninglab.org/lab-notes/what-thing-called-theory-change
https://mande.co.uk/wp-content/uploads/2018/09/2018-08-31-Inception-Paper-No-15-MandE-NEWS-PDF-copy-2.pdf
http://www.openupcontracting.org/assets/2017/09/Hivos-ToC-guidelines-2015.pdf
https://www.betterevaluation.org/en/blog/illustrated_theory_of_change
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/EcSo1RDiC6pHj-Y0bDYfuK0BVPNSYSvrVqfsswCr0vyLRQ?e=JB5yU6
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Rogers, P. 
2014  Theory of Change. Methodological Briefs: Impact Evaluation No. 2. UNICEF Office of Research, 

Florence. 

2017a Using logic models and theories of change better in evaluation.  BetterEvaluation, 19 May.

2017b BetterEvaluation FAQ: How do you use program theory for evaluating systems?  BetterEvaluation, 
21 June.

Valters, C. 
2015 Theories of Change: Time for a radical approach to learning in development.  Overseas Development 

Institute, London. 

Vogel, I. 
2012 Review of the use of ‘Theory of Change’ in international development. Review report. FCDO. 

Graphical representation tools
Evaluation Toolbox 

n.d. Problem Tree/Solution Tree Analysis. 

Microsoft
n.d. Microsoft Visio. 

Theorymaker   
n.d. Home page.

3.4. IOM Results Matrix   

As previously mentioned, also belonging to programme theory is the logical framework, which 
helps identify an intervention’s operational design and is a foundation for M&E. It is an overview of an 
intervention’s intended approach to attain results, based on the situation and problem analysis undertaken 
during the conceptualization stage. Specifically, it uses a matrix to summarize the logical sequence in 
which an intervention aims to achieve desired results, the activities required to attain these results and 
the indicators and sources of verification that help measure progress towards achieving results.

Within IOM, the Results Matrix included in the IOM Project Proposal Template, also known as the 
results framework, bears the closest resemblance to the logical framework. Module 2 of the IOM Project 
Handbook provides detailed guidance on the development, drafting and design of the Results Matrix. 
The IOM Project Handbook identifies the Results Matrix as a strategic management tool that facilitates 
the “planning, monitoring, evaluating and reporting on the implementation of a project and progress 
towards achieving its results.”12 Other organizations, agencies and donors may use different terminology 
to express similar processes of logical construction.13 

IOM’s Project Information and Management Application (PRIMA) captures project-related 
data. All project-related documents required to track a project are available on PRIMA. This 
includes the proposal, the IOM Results Matrix and budget-related documents. A PRIMA 
User Guide  is available internally on IOM’s intranet.14 

12 Module 2 of IOM Project Handbook, p. 119 (Internal link only).
13 Ibid., p. 120.
14 PRIMA is an institutional project information management solution. It is available internally to IOM staff via the IOM intranet. 
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https://www.unicef-irc.org/publications/747-theory-of-change-methodological-briefs-impact-evaluation-no-2.html
http://www.betterevaluation.org/en/blog/Using-logic-models-and-theories-of-change-better-in-evaluation
http://www.betterevaluation.org/en/blog/BEFAQ-How-do-I-use-program-theory-to-evaluate-a-system
https://usaidlearninglab.org/sites/default/files/resource/files/theories_of_change_odi_2015.pdf
https://www.theoryofchange.org/pdf/DFID_ToC_Review_VogelV7.pdf
http://evaluationtoolbox.net.au/index.php?option=com_content&view=article&id=28&Itemid=134
https://products.office.com/de-CH/visio?legRedir=true&CorrelationId=078bce5b-b0f1-4897-898a-524efcf09fe3&tab=tabs-1
http://theorymaker.info/
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module2
https://primaforall.iom.int/Pages/Home.aspx
https://intranetportal/Pages/ControlNo.aspx?controlNo=MA/00651
https://intranetportal/Pages/ControlNo.aspx?controlNo=MA/00651
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module2


IOM MONITORING AND EVALUATION GUIDELINES
57

IOM resources
2017a Module 2. In: IOM Project Handbook. Second edition. Geneva (Internal link only).

2019a PRIMA User Guide. MA/00651 (Internal link only).

3.4.1. The difference between the Theory of Change and a logical framework

Separating the ToC from the logical framework is challenging, because they both stem from the same 
family of approaches related to programme theory. A ToC, as described in the previous section, starts 
from the premise that the process of social change is complex, taking into account different perspectives 
and analysing the underlying assumptions of an intervention’s design. In contrast, a logical framework 
offers a more simplified picture of intervention logic, not considering all the underlying assumptions and 
related causal links, but rather only those related to the particular intervention and selected during the 
project’s initial conceptualization. A logical framework can be viewed as a more rigid and linear way of 
thinking about change. 

Originally, logical frameworks were intended to summarize complex stakeholder discussions about the 
objectives and results that an intervention would reach and contribute to, as is also the case with the 
ToC rationale. The intention was to analyse internal and external dependencies that would influence the 
intervention’s effectiveness, including direct assumptions that require to be taken into consideration in 
the analysis.15 However, the logical framework insufficiently reveals all the pathways that can influence or 
lead to change. ToC thinking helps bridge this gap, by showing multiple inter-connected causal pathways 
and by making explicit the assumptions that explain how and why change is expected to occur. Table 
3.1 summarizes some of the aspects of a logical framework as compared to a ToC.

Table 3.1. Comparing and contrasting Theory of Change and logical framework

Theory of Change Logical framework 

• Based on the underlying network of processes 
driving change.

• Explanatory: Articulates and explains the “what”, 
“how” and “why” of the intended change process. 
“If we do X, then Y will change because…”. 

• Unlimited pathways of change: Articulates 
assumptions and causal effects, and also drivers 
and all immediate states/steps in the critical 
pathway of change.

• Critical thinking, room for complexity and deep 
questioning. Shows all the different possible 
pathways that might lead to change, even those 
pathways that are not directly related to the 
intervention (a network). 

• Articulates assumptions underlying the strategic 
thinking of a strategy, programme or project. 

• Generally based on the practical achievements 
that the project is expected to deliver. 

• Descriptive: Largely shows what is thought will 
happen/will be achieved. 

• Three result levels (outputs, outcomes, objective). 
Mostly looks at assumptions that have to hold for 
the next-level result to be realized.

• Linear representation of change simplifies reality. 
Describes how logically programme activities will 
lead to the immediate outputs, and how these will 
lead to the outcomes and goal (linear, vertical).

• Focuses on assumptions about external conditions. 

Source: Adapted from Hivos, 2015, p. 15.

15 Vogel, 2012.
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https://www.theoryofchange.org/pdf/DFID_ToC_Review_VogelV7.pdf
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While assumptions play a critical role in the development of both a ToC and the IOM Results Matrix, 
there is a clear distinction between assumptions as they are used in the ToC and as elaborated in the IOM 
Results Matrix. The most important distinctions can be summarized as follows:

Assumptions: ToC versus IOM Results Matrix

Assumptions in the ToC Assumptions in the IOM Results Matrix

ToC assumptions help to articulate 
the logical connection/causal pathway 
between lower- and higher-level results.

• Expresses the strategic thinking about 
how change happens.

• Believed to already exist/be in place 
prior to implementation.  

• Inherent to the approach. 
• Identified using the if-then-because 

formula (see above section, How 
to develop a ToC using the if-then-
because formula).

Assumptions within the IOM Results Matrix are the pre-
conditions (necessary and positive) on which the success 
of a higher-level result depends. 

• Completes the intervention logic and places it in the 
implementation context.

• A condition or resource that must be in place for a 
result to be achieved. 

• Generally, outside the control of the organization 
(external condition). 

• Built into the horizontal logic of an intervention using 
the “[lower-level result] + [assumption] is likely to 
result in [higher-level result]” formula (see Module 2).

A further explanation of logical framework assumptions as used within the IOM Results Matrix is provided 
further down in this section.

Despite these differences, a ToC and logical framework remain complementary, can be used together, 
and ToC thinking can be applied to the process of drafting the IOM Results Matrix. This encourages 
intervention developers to make explicit the ToC assumptions about how desired change will occur, 
highlighting the change process and related causal pathways between expected results. These also can 
then be articulated when addressing the “why” and “how” within the rationale section of the Project 
Proposal Template, more specifically, providing the strategic thinking that informs the “assumptions and 
hypotheses underlying the causal relationships between activities, outputs and outcomes”.16 

IOM resources
2017a Module 1 and Module 2. In: IOM Project Handbook. Second edition. Geneva (Internal link only).

Other resources
Hivos 

2015  Hivos ToC Guidelines: Theory of Change Thinking in Practice. The Hague. 

Vogel, I. 
2012 Review of the use of ‘Theory of Change’ in international development. Review report. FCDO. 

16 The IOM Project Proposal template is available in Module 2 of IOM Project Handbook, pp. 182–183 (Internal link only).
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3.4.2. Developing an IOM Results Matrix 
Developing an IOM Results Matrix is one of the foundations for monitoring an intervention at IOM. It 
provides an overview of the parameters for the measurement of intervention results. The Results Matrix, 
mandatory for all IOM project proposals and available in the IOM Project Handbook, can also be used for 
the implementation of a strategy or policy and is drafted during the initial development stage.17 

Understanding how a results matrix is developed can contribute to improving general understanding of 
how to monitor intervention progress and results effectively. The following sections will illustrate the 
various steps involved in developing a Results Matrix. 

Development of the Results Matrix should build on the analysis carried out in the conceptualization 
phase. In particular, the problem tree and solution tree, if developed when conducting the situation 
analysis, may already map out the various causal pathways.18 The scoping analysis (selecting which 
part of the problem and solution trees to focus on) then identifies the changes that can be achieved in a 
particular intervention.19 

2 121IOM PROJECT HANDBOOK

  Tool 2.1: Results Matrix

Indicators Data source and Baseline Target

This is the most 

goal to which 
the project can 
contribute. It 
seeks to align to 
a broader, longer-
term strategy, 
whether internal 
or external.

These are 

factors or variables 
to measure 
achievement or to 

changes. Data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Data source and 

indicate from 
where and how 

be gathered for 
the purposes of 
measuring the 
indicator.

Baseline 
measurement 
establishes the 
value of the 
indicator at 
the beginning 
of the project 
planning period. 
Baseline data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Target describes 
the expected value 
of the indicator 

of the result. 
Target data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Outcomes:
These are the 
intended changes 

performance, 
individual or 
group behaviour 

economic, or social 

These are 

factors or variables 
to measure 
achievement or to 

changes. Data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Data source and 

indicate from 
where and how 

be gathered for 
the purposes of 
measuring the 
indicator.

Baseline 
measurement 
establishes the 
value of the 
indicator at 
the beginning 
of the project 
planning period. 
Baseline data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Target describes 
the expected value 
of the indicator 

of the result. 
Target data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

This part includes 

necessary for 
the outcomes to 
contribute to the 
achievement of the 

Outputs:
These include the 
intended changes 
in the skills or 

the availability 
of new products 
or services as a 
result of project 

These are the 

factors or variables 
to measure 
achievement or to 

changes. Data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Data source and 

indicate from 
where and how 

be gathered for 
the purposes of 
measuring the 
indicator.

Baseline 
measurement 
establishes the 
value of the 
indicator at 
the beginning 
of the project 
planning period. 
Baseline data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

Target describes 
the expected value 
of the indicator 

of the result. 
Target data is 
disaggregated by 

(e.g. age, sex), 
wherever relevant.

This part includes 

necessary for 
the outputs to 

delivery of the 
outcomes.

are organized and executed under the project.

This part is for 

necessary for the 

the outputs.

be completed in the manner described in Figure 2.1. Refer to the 

Module 1.

collec�on method

Note: Visualization of an IOM Results Matrix located in Module 2 of IOM Project Handbook, p. 121.

17 Module 2 of IOM Project Handbook, p. 119 (Internal link only).
18 A problem tree and solution tree are both part of conducting a situation analysis, which is done to obtain a better understanding of a 

situation or context in which a project is implemented prior to its development. Information regarding their development and conduct of a 
situation analysis is available in Module 1 of IOM Project Handbook, pp. 11–26 (Internal link only).

19 Analysing project scope, including conducting a scoping analysis, is addressed in more detail in Module 1 of IOM Project Handbook, pp. 27–29 
(Internal link only).

 Ä Headings are 
interactive and 
will direct to the 
specific section 
on this chapter.
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https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module1
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Vertical logic 

The term vertical logic refers to the “means-end relationshipbetween activities and the results”, as well 
as the relationship between “the results and their contribution to the broader objective”.20 

The IOM Results Matrix uses the terms “objective”, “outcome”, “output” and “activity” to demonstrate 
vertical logic. The diagram below provides a visual representation of the vertical logic (as well as horizontal 
logic) within a results matrix.21  

Figure 3.9. Vertical logic

Results Indicators Data source 
and collec�on 

method

Baseline Target Assump�ons

Objec�ve

Outcome

Output
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         Source:    Adapted from Module 2 of IOM Project Handbook, p. 122 (Internal link only).  

Vertical logic focuses on the results at each level. It is the process of taking the logical steps from the 
objectives down to the activities, with the aim of linking and demonstrating how the results at each level 
contribute to the next. Results that are properly linked demonstrate the causal connection from one 
result level to the next, forming a causal pathway or results chain. 

Engaging in a participatory approach to the development of a results matrix, ideally including the views of 
key stakeholders, such as beneficiaries, or people that IOM seeks to assist, will lead to better formulated 
results and indicators. This is essential for successful monitoring once the intervention has begun. 

Performing a stakeholder analysis during the conceptualization phase of an intervention identifies 
relevant stakeholders, assesses their interests, the ways these interests are likely to affect the intervention, 
as well as the level of their involvement. This process can support the identification of key stakeholders 
for involvement in the development process.22  A stakeholder analysis can also inform the manner and level 
of stakeholder involvement in M&E processes. 

20 The means-end relationship is defined in IOM Project Handbook, p. 25 (Internal link only).
21 Module 2 of IOM Project Handbook, p. 122 (Internal link only).
22 The stakeholder analysis process is described in Module 1 of IOM Project Handbook, pp. 13–22 (Internal link only). The IOM Project Handbook 

provides tools to support this process including a stakeholder matrix (Tool 1.2, p. 15), a stakeholder importance and influence matrix (Tool 
1.3, p. 17) and a stakeholder participation matrix (Tool 1.4, p. 21).
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Horizontal logic

Horizontal logic “defines how each of the levels in the vertical logic will be measured and the assumptions 
that are required for the means-end relationship to hold true”.23  

Figure 3.10. Horizontal logic

                Source:  Adapted from Module 2 of IOM Project Handbook, p. 122 (Internal link only). 

Horizontal logic completes the Results Matrix by identifying what assumptions are required for the 
results to occur and how progress on each of the results will be measured. 

IOM resources
2017a Module 1 and Module 2. In: IOM Project Handbook. Second edition. Geneva (Internal link only).

3.4.3. Results Matrix terminology

When it comes to expressing results within a results matrix, there is diversity of terminology used by 
different organizations and agencies. However, the underlying logic for the development of the Results 
Matrix is similar, allowing for alignment of concepts and related reporting, as well as M&E processes. The 
following chart provides examples of the Result Matrix terminology IOM has used in the past, as well 
as the terminology IOM currently uses and compares these with the terminology used by several other 
key development entities. Careful consideration should be given to ensuring that the results at each level 
of the vertical logic line-up when transferring interventions between donor/partner formats and IOM 
templates.24 

23 Module 2 of IOM Project Handbook, p. 123 (Internal link only).
24 Additional information on the use of different terminologies can be found in Church and Rogers, 2006.
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IOM works with a number of different donors and other development actors. Familiarizing one’s self with 
the terminology used by these actors and how they are related to the IOM terminology allows for more 
accurate and effective monitoring and reporting of intervention results.

Figure 3.11. Results terminologies

Source: IOM Project Development Training, 2018.
Note: FCDO is formerly the Department for International Development (DFID).

Applying vertical logic

IOM currently uses the terms objective, outcome, output and activity to demonstrate vertical logic, 
while indicator, assumption, data source and collection method, target and baseline help to 
elaborate the horizontal logic. The following is a summary of those definitions:25

Vertical logic definitions26 

Objective

The objective is the most 
significant, realistic goal to which 
the intervention can contribute. 
It seeks to align a broader, long-
term strategy, whether internal 
or external.

• Seeks to align to a broader, longer-term strategy, 
whether internal or external. 

• Beyond direct control of the intervention. 
• Addresses the political, economic or social conditions 

of the society, at the national or international level. 
• Usually attainable only in the long term and with 

involvement of other stakeholders.

Outcomes

An outcome is the intended 
change in institutional 
performance, individual or group 
behaviour or attitudes, or the 
political, economic or social 
position of the beneficiaries, or 
people that IOM seeks to assist. 

• Results that the intervention can influence. 
• The intervention may not have full control 

over outcomes and cannot fully guarantee their 
achievement. 

• Achieved by the institution/group – not by the 
intervention alone – but with the help of the 
intervention. 

• Reasonably expected to occur in the medium term 
after implementation. 

• This component refers to the application of the 
newly acquired skill, product or service.  

25 For more details on each component, see Module 2 of IOM Project Handbook (Internal link only).
26 Adapted from Table 2.3 of IOM Project Handbook, p. 135 (Internal link only).
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Outputs

An output is the intended 
change in the skills or abilities 
of beneficiaries, or people IOM 
seeks to assist, or the availability 
of new products or services as 
a result of intervention activities.

• Results that the intervention can control. 
• The intervention guarantees delivery. 
• Achieved within the time frame and resources of 

the intervention. 
• This component refers to the acquisition of a new 

skill, product or service.  

Activities

Activities include coordination, 
technical assistance, training, 
production, delivery, transpor-
tation and any other tasks or-
ganized and executed under the 
intervention.

• Actions done to deliver the tangible products and 
services of the output. 

• Sample verbs used: build, engage, train, facilitate, 
distribute, assist, conduct, organize. 

IOM resources
2017a IOM Project Handbook. Second edition. Geneva (Internal link only).

Other resources
Church, C. and M. Rogers 

2006 Designing for Results: Integrating Monitoring and Evaluation in Conflict Transformation Programs. 
Search for Common Ground, Washington, D.C. 

Tool to create results matrices
n.d. Microsoft Visio.

Applying horizontal logic 

The following sections provide more detail on how horizontal logic is applied to the Results Matrix. The 
components of horizontal logic are assumptions, indicators, baseline, targets and data source and 
collection methods. The horizontal logic connects the measurement of results (through indicators) 
with the assumptions behind how the results are expected to occur.

Assumptions 

Please refer to the visualization of the IOM Results Matrix above to identify the Assumptions column in 
the Results Matrix.  

“Assumptions are the necessary and positive conditions that allow for a successful means–end 
relationship between the different levels of results.”27  

Assumptions help complete the intervention logic by placing the intervention in the specific context in 
which it will be implemented. Assumptions also help identify important conditions on which the success 
of the intervention depends and that lie outside IOM’s line of control. In this sense, assumptions identify 
the required preconditions for results to occur.28

27 Module 2 of IOM Project Handbook, p. 137 (Internal link only).
28 An assumption checklist and examples of writing assumptions can be found in IOM Project Handbook, pp. 137–140 (Internal link only).
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An assumption checklist is provided as a tool within the IOM Project Handbook.29 This tool can also be 
useful for monitoring purposes and understanding the intervention. 

Examples of well-written assumptions are available in Module 2 of the IOM Project Handbook, pp. 137–140. 

Indicators

Please refer the visualization of the IOM Results Matrix above to identify the Indicators column in the 
Results Matrix. 

After having set up achievable and well-defined results and having identified related assumptions, the next 
step in developing a Results Matrix is to select indicators to monitor progress towards achieving those 
results. Indicators consist of information that signals change. 

Indicators can be defined as “the quantitative or qualitative factors or variables to measure achievement 
or to reflect expected changes”.30 Indicators can either be qualitative, quantitative, binary or proxy 
indicators. Indicators help indicate change towards an intended result and demonstrate whether an 
intervention is on or off track. 

Indicators are not intended to demonstrate why the intervention has made a difference; this is inter alia 
covered by evaluation. Similarly, they do not demonstrate how change occurs, which is, inter alia, covered 
by the ToC or by evaluation. They help understand whether change has occurred. 

There is no specific rule on the ideal number of indicators for any one result, but they should be able to 
measure whether the result has been achieved.

Components of an indicator

What is to be measured Unit of measurement Target population Direction of change

Qualitative Quantitative

• Used to measure things that are subjective in nature, 
such as experience, opinions, perception and the quality 
and mastery of a new skills. 

• Can be expressed through changes in perception, 
experience, attitudes, awareness and others.

• Can also be numerical.   

Examples include the following: 
• Improved public perception of parliamentary 

effectiveness;
• Percentage of households who state that they have 

changed their hygiene practices as a result of the training/
information received.

• Used to measure things inherently 
objective and quantifiable, such as how 
many, how often, how much or how 
long.

• Can be expressed in absolute figure, 
percentage, rate or ratio.

Examples include the following: 
• The number of persons with access to 

each water point.
• Percentage of surveyed citizens who say 

that they have access to a court system 
to resolve disputes.

29 Module 2 of IOM Project Handbook, p. 140 (Internal link only).
30 Ibid.; see also OECD, 2010.
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https://www.oecd.org/dac/peer-reviews/Development-Results-Note.pdf
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Binary indicator (can be qualitative or quantitative)

• Indicates whether tangible variable exists.
• Used to measure existence of tangible variable.
• Can be expressed through yes or no answers.
• Generally used at the output level.

Examples include the following:
• Migration policy drafted;
• Task force put in place.

Proxy indicator

• Acts as a stand-in indicator for one that is difficult to measure directly.31 
• Measures changes not directly related, yet closely associated with the issue.

Example includes: 
• Increase in the number of political parties and voter turnout (as a proxy indicator for 

improved governance).

Table 3.2 summarizes the use of indicators at the different levels of results.

Table 3.2. Levels of intervention control

Result level Indicator description Level of intervention 
control

Objective

• Measures progress made in achieving the specific objective.

Helps confirm changes to the following:
 – Political, economic and/or social conditions of 

beneficiaries.

• Intervention can 
contribute to

Outcome

• Measures progress made in achieving the specific outcome.

Helps confirm intended change in the following:
 – Institutional performance;
 – Individual and/or group behaviour and attitudes;
 – Immediate political, economic and/or social positions of 

beneficiaries.

• Intervention can 
influence

Output

• Measures progress made in achieving the specific output.

Helps confirm the intended change in the following:
 – Skills and/or abilities of beneficiaries;
 – Availability of new products or services.

• Intervention has 
direct control over

To ensure the measurement of the effects of an intervention on different intended or unintended target 
populations, it is important to disaggregate indicators by age, gender, migration status and any other 
identifiers relevant to the intervention.

31 Module 2 of IOM Project Handbook, p. 142 (Internal link only).
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 Achieving outcomes

It is important to think about how to achieve outcomes within the time frame of the intervention or 
with an understanding of how to measure their achievement after the intervention concludes 
already at the development stage of an intervention. There can be short- or medium-term outcomes, 
depending also on the nature and duration of the project. 

How to formulate an outcome to ensure that indicators can be measured within the implementation 
period or with mechanisms in place for measurement shortly after its completion will greatly depend on 
the following: 

(a) Type and complexity of intervention; 
(b) Type of results the intervention aims to achieve; 
(c) Duration of the intervention; 
(d) Resources available for verification.  

A capacity-building intervention, which includes a training activity for officials from a government institution, 
would want to measure institutional change through the application of knowledge acquired. Depending on 
the topic and the local context, this may be measurable only three to six months after the training has 
taken place. Therefore, developers, M&E officers and intervention managers should consider when the 
training can take place within the project timeline to allow sufficient time to collect data on the short- and 
medium-term outcome-level results. 

Although indicators need to be tailored to results of an individual intervention, it can be useful to look 
at the successful indicators of other interventions and modify them as needed. In some cases, standard 
indicators have been developed within specific thematic areas and may act as a guide to help measure 
results vis-à-vis certain international norms and standards; hence, they may require further adaptation. 

It is also recommended to align indicators with existing country-level, regional, thematic and global 
strategies and policies. Examples of this can be to cross-check indicators to ensure their alignment 
with indicators in a country-level United Nations Sustainable Development Cooperation Framework 
(UNSDCF), a government strategy or national action plan to address a particular thematic area or topic, 
indicators established as a part of the Sustainable Development Goals (SDGs).32 

PRIMA helps monitor project progress through the Results Matrix and project indicators.

When creating an IOM Results Matrix in PRIMA, users will be asked to enter indicators for 
the objective and for each results statement. For each indicator, PRIMA requires entry of 
an indicator type, which allows for two options: numeric or text. For a numeric indicator, 
intervention developers will only enter numeric data for this indicator. A text-type indicator 
will allow users to report using text-based data. 

32 For additional information, please refer to the UNSD, 2020.
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In the case of a numeric indicator type, users are asked to identify an indicator category, which provides 
three options: beneficiary, service or item. If beneficiary is selected, additional fields will be displayed 
for completion, including beneficiary category, unit of measure (individual, household or community), 
beneficiary type, as well as allowing for a multiplier or targeting individual or unique beneficiaries.33, 34, 35  
Users will also be asked to assign an Indicator Service Code, which allows IOM to collect numeric data 
across different projects on the numeric indicator type categories, namely items and services delivered, as 
well as beneficiaries assisted. Finally, when entering targets, users can select to disaggregate data further 
by age, sex and vulnerability characteristic. Indicator banks will be made available through PRIMA for All. 
These may be helpful to guide development, while keeping in mind that the completion and quality control 
of indicators to take into account an intervention’s specific circumstances must be done by developers, 
managers and those reviewing proposals. 

For more information on entering indicators into an IOM Results Matrix in PRIMA, see the PRIMA End 
User Training Guide: PD Creates Project Proposal (IOM Template) for internal IOM users only through 
the IOM intranet here. 

While developing indicators, the following considerations should be taken into account: 

 » Indicator overload: Too many indicators, often overlapping and measuring the same thing. One to 
three indicators for a results statement may suffice. 

 » Output fixation: Indicators that are focused on counting outputs only. 
 » Indicator imprecision: Indicators that are unclear and may measure results at a too high or too low 

level.
 » Excessive complexity: Indicators that are not clear and are very difficult to understand.

It is also important to keep in mind the specific, measurable, achievable, relevant and time-bound (SMART) 
criteria used to develop indicators:

2 147IOM PROJECT HANDBOOK

Tool 2.5: How to Select SMART Indicators

If the baseline measurement is zero (e.g. none of the participants 
passed a pretraining assessment that was conducted to measure 
the baseline) or is not applicable (i.e. because there was no training 
conducted and therefore no participants to measure the baseline), 
then only the target should be included when completing the IOM 
Results Matrix. Refer to the section on needs assessment in Module 1 
for a discussion on what to do when baseline information cannot be 
obtained during project development.

Indicators should be “SMART”, but no single indicator is likely to 
satisfy all the SMART criteria equally.6 It is important, however, to 
always pay close attention to whether an indicator is achievable and 
whether it is relevant. An achievable indicator is one that requires 
no more than a reasonable amount of time, effort, and money to 
gather and analyse the necessary data. Assessing if an indicator 
is achievable requires identifying the data source (also known as 
the means of verification), ensuring that the data can be accessed  
when necessary, and understanding the cost implications, methods, 
software, and hardware requirements for proper analysis of the data 
(see Module 4 for more information). A relevant indicator is one that 
is as directly related to the result as possible.

Specific: Does the indicator capture the essence of the 
desired result?

Measurable:   Are changes verifiable? Is the indicator a    
                             reliable and clear measurement of the results?

Achievable:  Will the indicator require no more than a 
reasonable amount of time, effort, and money 
to gather and analyse the necessary data? 

Relevant: Is the indicator plausibly associated with the 
result?

Time-bound:  Does the indicator reflect a time frame for 
measurement?

6 Note that some donors require that the SMART criteria be applied to the results instead of, 
or in addition to, indicators.

     Source:   Module 2 of IOM Project Handbook, p. 147 (Internal link only).

33 Beneficiary category allows users to identify whether the beneficiary of the intended result is direct or indirect.
34 This allows users to specify the average number of individuals in the household or community and is only displayed if the beneficiary 

indicator category is selected and the unit of measure is indicated as either “household” or “community” (IOM, 2019b) (Internal link only).
35 While the “target individual beneficiaries” field is populated with the number specified in the indicator target, the “target unique beneficiaries” 

field allows users to specify the number of beneficiaries that have not been counted in any previous indicator.
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https://intranetportal/Pages/ControlNo.aspx?controlNo=MA/00651/Annex1
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module2
https://iomint.sharepoint.com/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide/A2.%20Create%20Proposal_IOM%20Template/4.%20PD%20-%20Create%20Proposal%20IOM%20Template.pdf
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/ESOBrroLeihLjeUvlfjfdQIB__3GhtOZXQK2LL901WWHmg?e=zvMkff
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/ESOBrroLeihLjeUvlfjfdQIB__3GhtOZXQK2LL901WWHmg?e=zvMkff
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An indicator must also be both relevant (directly related to the result) and achievable (requires a 
reasonable amount of time and resources to gather and analyse data). Assessing whether an indicator is 
achievable requires assessing the data source/means of verification (MoV). 

Another useful approach to drafting indicators is to apply QQT targeting, which ensures that each 
indicator is measurable in terms of quantity, quality and time (QQT).36 

An indicator can define the how many, how often, how much, how long or a mixture of it as illustrated 
in the example below:

Step 1: Basic indicator % of participants trained that report using the information gained

Step 2: Add quality 
(What kind of change)

% of border management officials of country X trained that report using 
the tools and knowledge provided in their work

Step 3: Add quantity
(How much)

% of border management officials of country X trained that report using 
the tools and knowledge provided in their work on a regular basis

Step 4: Add time
(By when)

% of border management officials of country X trained that report using 
the tools and knowledge provided in their work on a regular basis six 
months after the training

IOM resources
2017a IOM Project Handbook. Second edition. Geneva (Internal link only).

2019b PD creates Project Proposal – IOM Template, Results Matrix. IOM PRIMA End-User Training 
Guide (Internal link only).

n.d.a IOM PRIMA for All User Guide (Internal link only).

Other resources
Organisation for Economic Co-operation and Development (OECD)

2010 Glossary of Key Terms in Evaluation and Results Based Management. Paris.

People in Need
n.d. IndiKit: Guidance on SMART Indicators for Relief and Development Projects.   

United Nations Statistics Division (UNSD)
2020 E-Handbook on the Sustainable Development Goals. 

World Bank
2010 Constructing and targeting indicators using QQT. In: The LogFrame Handbook: A Logical Approach 

to Project Cycle Management. Washington, D.C., pp. 38–47. 

Tool to support indicator development 
n.d. Microsoft Visio.

36 World Bank, 2010.
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http://www.indikit.net/
https://unstats.un.org/wiki/display/SDGeHandbook
http://www.afdb.org/fileadmin/uploads/afdb/Documents/Evaluation-Reports-_Shared-With-OPEV_/00158077-EN-WB-LOGICALFRAMEWORK-HANDBOOK.PDF
http://www.afdb.org/fileadmin/uploads/afdb/Documents/Evaluation-Reports-_Shared-With-OPEV_/00158077-EN-WB-LOGICALFRAMEWORK-HANDBOOK.PDF
https://products.office.com/de-CH/visio?legRedir=true&CorrelationId=078bce5b-b0f1-4897-898a-524efcf09fe3&tab=tabs-1
http://www.afdb.org/fileadmin/uploads/afdb/Documents/Evaluation-Reports-_Shared-With-OPEV_/00158077-EN-WB-LOGICALFRAMEWORK-HANDBOOK.PDF
https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=AC4xRM
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/EZq8fXwfOiFJgg4auZJDDYwBzSkcsgMcXl3phjPZKnMgoA?e=GjTTPK
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Data sources and data collection method 

Please refer to the visualization of the IOM Results Matrix above to identify the data sources and data  
collection methods in the Results Matrix. 

In order to monitor indicators, a source of information to verify each indicator is required. Within IOM, 
these sources of information are referred to data sources, defined as “identify[ing] where and how the 
information will be gathered for the purposes of measurement of specific indicators.”37 In addition to data 
sources, other commonly used terms include MoV or source of verification (SoV). 

Data sources should identify what information to collect, how to collect that information and in 
what form (collection method) and with what frequency. Data sources can include documents (such 
as reports, government publications and records), data sets (such as national census data and project 
monitoring data sets), records (such as training attendance sheets and beneficiary case files) and people 
(such as beneficiaries and/or affected populations, stakeholders, project staff and government officials).

Indicator Data source Collection method

Percentage of households earning 
more cash after project People in households Household survey

Data sources can be primary or secondary. Primary data is collected by the implementing organization 
and may include personnel, budget, administrative data, surveys, interviews and direct observations. 
Secondary data is collected by others outside the implementing organization.

When selecting a data source, the following should be considered:

• Will there be access to the information? 
• Where will the information be attained from?
• Can the data source provide quality data?
• How will the information be attained given limited resources?
• How costly and feasible is collecting the information?

It is required that each known data source collection method be specified in the initial Results Matrix, as 
time, capacity and budget must be built into the intervention in order to successfully implement them. 
Available resources and frequency of collection should also be identified during the development phase 
of an intervention. This is particularly important for M&E purposes, as it can also have specific budgetary 
implications. 

It is equally important to collect only the data required for measurement of the indicators and data that 
is intended for further use. Collecting other additional information may result in added cost and time. 
Chapter 4 will provide further information on data collection methods and tools.

37 Module 2 of IOM Project Handbook, p. 143 (Internal link only).

EXAMPLE

TIP

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module2


70 CHAPTER 3 
Monitoring at IOM

Baseline and targets 

Please refer to the visualization of the IOM Results Matrix above to identify the baseline and target 
columns in the Results Matrix. 

Baseline data and targets can be defined as follows: “Baseline data provides a foundation against which 
to measure change over time, while targets establish precisely the mark the project intends to hit.”38 

Figure 3.12. Data baseline, milestone and target
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Year
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Baseline data can be considered as the starting point, depicting the initial conditions before the 
implementation of an intervention. The baseline provides the first measurement of an indicator. It sets 
the current condition against which future change will be measured.

Key considerations in setting indicator baselines

Depending on the context and nature of an intervention, baseline data may not always be available during 
its development phase. In such cases, it may be appropriate to propose collecting baseline data (and 
subsequently the targets) once the intervention begins, in agreement with other key counterparts and 
donors.

In some cases, a baseline study or assessment may be required to identify the appropriate baseline 
data, if a budget is available for it, as it may have costly implications. For instance, in cases where changes 
to the general population are of interest, a census can be used as a baseline; however, this may not always 
be available, and it would be costly to conduct one related to the intervention. In other scenarios, it may 
not be possible to conduct a needed baseline study due to security restrictions or other reasons outside 
of IOM’s control. In such cases, data collected during the first monitoring visit, when a specific indicator is 
measured for the first time, can be considered a baseline for that indicator. 

In other cases, particularly in multiphase programmes, baseline data may be available through other 
previously implemented interventions. However, in all cases, it is critical to be consistent in the way data 
is presented within the intervention, at the development phase and throughout reporting, as well as 
to always have a solid understanding and justification for why baseline data is presented in a particular way.

38 Module 2 of IOM Project Handbook, p. 145 (Internal link only).
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Establishing targets sets the threshold for a particular indicator; it establishes what the intervention hopes 
to achieve, measured against a baseline. If targets are met for all of a result’s indicators, the intervention 
can be considered as having successfully achieved its result. The target set for a particular indicator should 
be appropriate within a given context or location, keeping in mind that an appropriate target in 
one scenario, location or context, may not be appropriate for another context. Key considerations to 
establishing a target may include budget considerations (what is the maximum that can be accomplished 
with the available resources), donor or key counterpart priorities (what is the intervention being asked 
to achieve) and contextual limitations (what is feasible given the environment in which the intervention is 
implemented). Setting targets for some results may be straightforward, while for others, it can be quite 
complex.39

IOM resources
2017a Preparing the Results Matrix, Module 2. In: IOM Project Handbook. Second edition. Geneva, 

pp. 123–152 (Internal link only).

n.d.b Samples of Completed IOM Results Matrices. Monitoring and Evaluation Sharepoint folder 
(Internal link only).

3.4.4. Results Monitoring Framework 

Once the Results Matrix is developed and finalized, it can be converted into a monitoring tool that can 
be used during the implementation of an intervention: the Results Monitoring Framework (RMF). 
The RMF is developed at the start of the implementation, after a project has been funded and activated. 
The RMF is the primary tool to monitor the results of any intervention. It enables all members of the 
implementing team, as well as stakeholders, to track the progress being made towards achieving intended 
results. By specifying the data collection method, the RMF also highlights the requirements to obtain 
high-quality data. The RMF can be used alongside the detailed workplan for monitoring activities, financial 
reporting tools for monitoring budget compliance and the risk management plan for monitoring risks, to 
ensure a holistic monitoring approach. 

39 Examples of baseline data and targets set at different result levels can be found in Module 2 of IOM Project Handbook, pp. 145, 146, 148–151 
(Internal link only).
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Results Monitoring Framework
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  Tool 4.2: Results Monitoring Framework

Results Indicators

Data 
Source and 
Collection 
Method

Data Analysis Frequency Responsible 
Person Baseline Target Achieved Progress

Objective: 
Obtained 
from the 
Results 
Matrix.

Obtained 
from the 
Results 
Matrix.

Obtained 
from the 
Results 
Matrix.

Indicates how 
performance 
data will be 
analysed.

Indicates 
how often 
data will be 
collected.

Indicates 
who will be 
responsible 
for organizing 
data 
collection, 
data 
verification 
and data 
storage.

Obtained 
from the 
Results 
Matrix.

Obtained 
from the 
Results 
Matrix.

Indicates 
current status 
of progress 
towards 
reaching the 
target.

Analyses 
the extent 
of progress 
towards 
reaching the 
target.

Outcome 1: 
Obtained 
from the 
Results 
Matrix.

Output 1.1: 
Obtained 
from the 
Results 
Matrix.

Output 1.2: 
Obtained 
from the 
Results 
Matrix.

 Source:  Module 4 of IOM Project Handbook, p. 262 (Internal link only).

The RMF reflects much of the same information contained in the Result Matrix, but it contains five 
additional columns: data analysis, frequency, responsible person, achieved and progress. The RMF 
additionally removes the assumptions column from the Results Matrix.40 The following shows the 
distinction between the two tools.

Figure 3.13. Results Matrix and Results Monitoring Framework comparison

Results Matrix

Results Indicators Data source and 
collection method Baseline Target Assumptions

Objective

Outcome

Output

Results Monitoring Framework

Results Indicators
Data source 

and collection 
method41 

Data 
analysis Frequency Responsible 

person Baseline Target Achieved Progress

Objective

Outcome

Output

40 See the proposed template in Module 4 of IOM Project Handbook, p. 263 (Internal link only).
41 Data collection methods and analysis will be discussed in further detail in chapter 4 of the IOM Monitoring and Evaluation Guidelines.

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
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The five new columns are completed as follows:

Data analysis

This column is to be filled with a description of how the data collected will be analysed. The main 
categories of analysis are qualitative and quantitative. 

For example, if the indicator is “presence of legislation that reflects international best practice”, the data 
source would be where the information (data) comes from (copy of the legislation), while the data 
collection method would be a document review (review of the legislation). Data analysis would be 
qualitative in nature, for instance, if an expert would assess the degree to which the legislation is in line 
with international best practices. 

If the indicator was “percentage of households earning more cash after the intervention”, then the data 
source would be the people in the households, the data collection method would be a household survey, 
and the data analysis method would be mainly quantitative, that is, a calculation of the percentage of 
households that reported higher earnings.42 

 Ä Some qualitative and/or higher-level indicators may require a more specialized type of analysis or 
more resource- and time-intensive data collection than the immediate intervention team is able to 
provide. In such cases, a good practice is to incorporate this data analysis into scheduled evaluations, 
where expertise and resources external to the team can be recruited.

Frequency

Frequency refers to how often data will be collected (such as weekly, monthly, annually, quarterly, one-off 
and end of intervention). Frequency should correspond to the activities and indicators. 

For example, if one training is to be held, and the indicator being measured is “percentage of trainees, by 
sex, who pass the post-training test”, then the measurement would be taken once (one-off) following the 
completion of the training and the test. 

If an ongoing activity is being monitored, for example “transport assistance to refugees during a protracted 
crisis”, then it would make sense to monitor the number of persons being transported on a regular basis 
(such as weekly or even daily).43 

Responsible person

This column indicates the name of the person from the intervention team who will be responsible 
for organizing data collection, data analysis and data storage in line with the IOM Data Protection 
Manual. 

In cases where personal data is involved, the person specified in this column is the data controller, as per 
IOM Data Protection Manual.44 

42 Module 4 of IOM Project Handbook, p. 259 (Internal link only).
43 Ibid., p. 260.
44 Ibid.

https://publications.iom.int/books/iom-data-protection-manual
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
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Achieved

This column is to be filled with information, periodically or as it becomes available, which indicates 
the progress being made towards reaching the target. For example, if the target is to train 100 
humanitarian workers on preventing human trafficking in emergencies, and 75 workers have been trained, 
enter 75 [out of a target of 100].45

 Ä When required, it is good practice to break down this column into several periods (such as by month, 
quarter or year) to enable the tracking of progress over time. Ideally, this should align with the 
intervention’s reporting periods to simplify both tracking and reporting.

Progress

This column is to be filled with information, periodically or as it becomes available, which analyses 
the extent of the progress towards reaching the target. If appropriate, this can be expressed as a 
percentage (such as if 75 out of 100 humanitarian workers have been trained, the progress towards the 
target is 75%). 

In some cases, a narrative description of progress towards the target may be more appropriate, particularly 
for qualitative indicators. For example, if the target indicator is “presence of legislation that reflects 
international best practice”, the confirmation of the existence of the legislation only partially reflects 
international best practice, then a brief description of how it reflects best practices and what gaps still 
remain would be most appropriate.46 

 Ä Note that the progress column should not be used for describing the activities carried out. It should 
only describe information related to the achievement of results, specifically related to the measurement 
of the specific indicator.

While the RMF is the main tool that can be used to keep track of the information required to monitor 
an intervention, additional tools to facilitate the collection of data may be needed for each indicator, 
depending on the specified data collection method. Examples of relevant data collection tools, such as 
surveys, focus group discussions, key informant interviews and others are further provided in chapter 4 of 
the IOM Monitoring and Evaluation Guidelines.

IOM resources
2010 IOM Data Protection Manual. Geneva. 

2017 Module 2 and Module 4. In: IOM Project Handbook. Second edition. Geneva (Internal link only).

45 Ibid.
46 Ibid., p. 261.
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3.5. Types of monitoring: An overview
When monitoring an IOM intervention, four essential areas to monitor and the key tools associated 
with each area are considered. 

Activities
Key monitoring tool:  
Detailed workplan

Results
Key design tools: 

ToC, Results Matrix
Key monitoring tool: RMF

Budget and expenditures
Key monitoring tool: Process 

and Resource Integrated Systems 
Management (PRISM) financial reports 

and PRIMA for All

Risks
Key monitoring tool: 

Risk Management Plan 

Rights-based approach (RBA)

Gender mainstreaming

Environmental sensitivity  
and sustainability 

Protection mainstreaming

Process monitoring

Compliance monitoring

Context monitoring

Beneficiary monitoring

Remote monitoring
Accountability to affected 

populations (AAP)

Additional types 
of monitoring 

Incorporating 
cross-cutting themes

A variety of elements can be monitored in an intervention and what to monitor will depend on the 
specific information needs of an intervention.

In addition to monitoring budget and expenditures, PRIMA may be used as a tool to monitor results; it can 
specifically be used to report on a Results Matrix and RMF as these can be tracked using the system, as 
well as provide useful dashboard results. 

Results monitoring in PRIMA is a two-step approach: (a) planning the monitoring of project results; and 
(b) updating/monitoring the project results by measuring progress against the indicators established in 
the Results Matrix. Using the Plan tab within the Results Monitoring Module, managers are able to enter 
information into additional columns that are added to the original Results Matrix to create RMF: (a) Data 
analysis (including options for data disaggregation); (b) Frequency; and (c) Person responsible. The additional 
two columns of the RMF – Achieved (indicated as Cumulative progress in PRIMA) and Progress – are 
updated using the Indicator Results tab in the Results Monitoring PRIMA Module. Once complete, the data 
entered into the RMF in PRIMA can also be exported into PRIMA-generated donor reports. 

For more information on how to use PRIMA to monitor results, see PRIMA User Guide – Results 
Monitoring. 
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https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=jcGjlM
https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=jcGjlM
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3.5.1. Types of monitoring

The following table looks closer at the different types of monitoring and outlines the tools most useful in 
conducting each type of monitoring.

Table 3.3. IOM’s four types of monitoring47

Monitoring 
type Description Tool/s to use

Activity 
monitoring

Activity monitoring tracks progress, gaps and delays in 
activities against a detailed workplan. 

A manager should already have a basic workplan from 
the intervention proposal. At the start of implementation, 
this basic workplan should be further developed into 
a detailed workplan. The detailed workplan includes 
the activities and tasks identified within the Results 
Matrix, along with all other activities and tasks related 
to implementation. It includes, for example, a section for 
ongoing monitoring, evaluation and reporting activities.
Ideally, the development of the detailed workplan should 
be undertaken by the intervention team, under the overall 
leadership of the manager. 

IOM Workplan Templates 
(Module 4 of IOM Project 
Handbook, p. 293) (Internal 
link only).

The workplan helps to 
plan and monitor the 
implementation of activities, 
clearly distribute tasks 
among the intervention team 
and helps to ensure that the 
outputs are delivered within 
the time frame and budget 
available.

Results 
monitoring

Results monitoring tracks results. This type of 
monitoring is used to determine whether an intervention 
is on or off track towards its intended results (outputs, 
outcomes, objective). It is also recommended to reflect 
on and identify any unintended positive or negative 
effect. An example of this could be if training participants 
independently created a working group and continued to 
meet beyond the time frame of that training.

The previous sections have shown how to monitor for 
results in great detail using the IOM Results Monitoring 
Framework and/or the Results Matrix.  

IOM Results Monitoring 
Framework Template 
(Module 4 of IOM Project 
Handbook, p. 262) (Internal 
link only). 

The RMF should always 
reflect the most recent 
agreed-upon version of the 
Results Matrix and should be 
reviewed regularly. 

Various data collection tools 
are mentioned in chapter 4. 

Financial 
(Budget and 
expenditure) 
monitoring

Financial monitoring tracks costs by input against the 
planned expenditures as per the approved budget.48  It is 
often done in conjunction with compliance and process 
monitoring (described below). 

When reporting, PRIMA is used to create interim and 
final financial reports and can, therefore, be a resource 
for financial monitoring.

PRISM financial reports (see 
Module 4 of IOM Project 
Handbook, pp. 301–307) 
(Internal link only).49 

PRIMA 

47 Adapted from IFRC, 2011.
48 See Module 4 of IOM Project Handbook, pp. 263–269 (Internal link only).
49 PRISM is IOM’s resource planning solution built on SAP (IOM’s enterprise software).

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/EXmnkolZ981HvdkvbO_-6RwBAa7VtnGwhyr1xHlvmtIe5Q?e=rb83lk
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
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Risk 
monitoring

Risk monitoring tracks whether previously identified 
risks are still pertinent, if new risk has emerged and 
assesses whether the likelihood and timeline of previously 
identified risks remain accurate. 

Risk monitoring also entails identifying and assigning 
risk treatment actions, which is part of setting up a risk 
management plan. Risk monitoring is often conducted 
in conjunction with context monitoring.50 Also see an 
example of a risk register in Module 1 of the IOM Project 
Handbook (p. 32) for further information. 

IOM Risk Management Plan 
(Module 4 of IOM Project 
Handbook, p. 308) (Internal 
link only).

PRIMA includes a Risk 
Management module for 
managing risk. For more 
information, see the PRIMA 
User Guide, available 
internally to IOM staff via the 
IOM intranet.

Additional types of monitoring to consider 

Process 
monitoring

Process monitoring tracks the use of inputs and other resources, the progress of an 
intervention’s activities and the delivery of outputs. It assesses how activities are delivered. 
This type of monitoring is often conducted in combination with compliance monitoring 
(defined below). Process monitoring tools could be checklists to ensure that processes are 
undertaken; registration forms and tracking forms could also be tools used for process 
monitoring.  

Compliance 
monitoring

Compliance monitoring ensures compliance with organizational and donor regulations 
and the expected results of the intervention, as well as with local governmental regulations 
and laws, contractual requirements and established ethical standards. One example of a 
compliance monitoring tool is a checklist.  

Context 
monitoring

Context monitoring tracks the situation in which the intervention operates and focuses 
on identifying risks and assumptions, taking into account any unexpected considerations 
that may arise. In this way, context monitoring is closely linked to risk monitoring. Context 
monitoring covers the direct area of operation, as well as the larger institutional, political, 
funding and policy context that affect the implementation of an intervention. IOM tools that 
may be used for context monitoring include the above-mentioned risk management plan.

Beneficiary 
monitoring

Beneficiary monitoring tracks beneficiary perceptions of an ongoing or completed 
intervention. This type of monitoring encourages beneficiary participation and assesses 
beneficiary satisfaction or complaints, the level of their participation/inclusion, their access 
to resources, how they were treated within the intervention and their overall experience of 
change. Survey and questionnaire are examples of tools that can be used for beneficiary 
monitoring. 

50 See Module 4 of IOM Project Handbook for further guidance (Internal link only).

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module1
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://iomint.sharepoint.com/:w:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/Risk%20Management%20Plan.pdf.docx?d=w0c8ff4ded1be46308b690ceae69dd27a&csf=1&web=1&e=bvCXFv
https://iomint.sharepoint.com/:f:/s/IOMMEGuidelines-Resources/Em6ygtFIxBdNmOSej5N-YmQBFGyzw3A3wfFcz2Dag6MZAA?e=Jy8jUQ
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IOM resources
2017a IOM Project Handbook. Second edition. Geneva (Internal link only).

• IOM Workplan template (Module 4, p. 293).
• IOM Results Monitoring Framework template (Module 4, p. 262). 
• IOM Risk Management Plan (Module 4, p. 308).

n.d.c PRIMA User Guide – Results Monitoring (Internal link only).
n.d.d PRIMA User Guide Sharepoint folder (Internal link only).

Other resources
International Federation of Red Cross and Red Crescent Societies (IFRC) 

2011 Project/Programme Monitoring and Evaluation (M&E) Guide. Geneva. 

3.5.2. Strategy- and policy-level monitoring 

Monitoring a policy or strategy differs from monitoring a project or programme in that it looks at 
the bigger picture or macrolevel of what the organization is trying to achieve. Despite this difference, 
similar approaches can be used when monitoring a strategy. It is useful for monitoring purposes to 
differentiate between strategies developed at the country, regional and global levels. As strategies aim to 
attain results, usually through higher-level results than those found in projects and programmes, it is also 
possible to apply a results matrix to a strategy. The following table provides key considerations for the 
development of strategies to facilitate monitoring, as well as guidance on how to universally monitor 
strategies developed at different levels. Resources for relevant strategy development tools are provided 
at the end of this section.

  

Table 3.4. Monitoring a strategy

Type of strategy Considerations for strategy development that 
facilitate monitoring How to monitor

Global strategy
(such as a thematic or 
departmental strategy)

• Clear articulation of how IOM’s interventions are 
responding to migration needs globally. 

• Clear articulation of what change or result is 
expected at global level. 

Strategies, as other interventions, 
should be monitored on an 
ongoing basis, regardless of 
the level at which they are 
implemented. When drafting or 
developing a strategy, a section 
on how to monitor it should be 
included.  

Methods to monitor strategies 
include: 

• Institutional questionnaires; 
• Development of a results 

matrix for the objectives, 
outcomes and outputs of the 
strategy;

• Formal or informal midterm 
reviews of the strategy along 
the way.

Regional strategy

• Use global strategies or frameworks to establish 
indicators and targets, in order to ensure coherence 
between multiple countries. This can include the 
Migration Governance Framework (MiGOF) and 
SDGs.

• Provide a clear articulation of the situation in the 
region, what needs, gaps or challenges need to be 
addressed, the direction the region intends to take 
on the issues at hand and how expectations are set 
at the regional level in order to monitor them. 

• Explain how regional expectations and processes 
may feed into and interact with country-level 
strategies and interventions to enable the 
monitoring of these.  

RE
SOURCES

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250
https://iomint.sharepoint.com/:x:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/Workplan%20template_Module4_%20IOM%20PH%20Version%202_2017.xlsx?d=w5a06f61e1da74984944050ff47a7ce2e&csf=1&web=1&e=hyDJGF
https://iomint.sharepoint.com/:w:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/Results%20Monitoring%20Framework.pdf.docx?d=w551f3f743080435685c3431be5ff3d88&csf=1&web=1&e=rPU9Hv
https://iomint.sharepoint.com/:w:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/Risk%20Management%20Plan.pdf.docx?d=w0c8ff4ded1be46308b690ceae69dd27a&csf=1&web=1&e=wULe8m
https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=URr1YE
https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=URr1YE
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/EXmnkolZ981HvdkvbO_-6RwBAa7VtnGwhyr1xHlvmtIe5Q?e=rb83lk
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Country strategy

• Provide a clear articulation of what the situation 
in the country is to inform the selection and 
development of any proposed results, indicators 
and targets to be monitored.

• Use global and regional strategies or frameworks 
to ensure coherence (including the SDGs and the 
UNSDCF for the country).

• During development, clearly link ongoing 
interventions to established results to show how 
IOM is responding to country-specific needs.  

• Reporting (formal and informal, 
external and internal) on the 
strategy implementation on a 
regular basis;

• Regular monitoring should 
ensure that ongoing and 
newly developed interventions 
are clearly linked to relevant 
strategy results.

Monitoring policy

Policies are often developed at the system, institutional and organizational levels and can facilitate efforts 
to address complex challenges. However, having sound and evidence-based policies is needed to address 
those challenges and achieve longer-term institutional and organizational goals. Therefore, it is critical to 
build M&E into the policy cycle, for many of the same reasons as in project-, programme- and strategy-
level interventions, including to promote accountability and learning. With this in mind, many of the same 
considerations that promote the successful monitoring of a strategy can also facilitate the monitoring of 
a policy. Similarly, tools, such as the development and use of a results matrix, can be applied to policy 
monitoring. 

For more resources on monitoring (and evaluating) a policy, see the Resources section below.  

Where a Results Matrix or RMF has not been developed for a particular strategy or policy, it is still possible 
to monitor the intervention through frequent strategic reviews and reporting, in ways that may be more 
qualitative in nature. Tools that may support this include the following: (a) action plan; (b) midterm strategy 
review; (c) regular meetings of key strategy stakeholders on the strategic direction; and (d) linking specific 
projects to the strategy to identify potential implementation and/or funding gaps. 

Example of developing a monitoring plan for a strategy

IOM Thailand’s country strategy provides a good example of how to develop a plan to monitor a strategy. 
It shows how project/programme-level monitoring essentials, such as the Results Matrix, is applied at 
the strategy level. Furthermore, it shows multiple results matrices, covering different thematic areas 
that respond to the country-specific migration needs, and indicates how they are linked to other global 
frameworks such as the SDGs.

IOM resources 
2017b IOM Thailand Internal National Strategy 2017–2020. N.p. Monitoring and Evaluation Sharepoint 

folder (Internal link only).

2018a IOM Country Strategy Draft Outline. Internal template on Monitoring and Evaluation Sharepoint 
folder (Internal link only).

2018b IOM Country Strategy – Quick Guide. Internal template on Monitoring and Evaluation Sharepoint 
folder (Internal link only).
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https://iomint.sharepoint.com/sites/IOMMEGuidelines-Resources/Shared Documents/Forms/AllItems.aspx?id=%2Fsites%2FIOMMEGuidelines%2DResources%2FShared Documents%2FChapter 3%2FIOM Thailand %2D Internal National Strategy %2D 2017 %2D 2020%2Epdf&parent=%2Fsites%2FIOMMEGuidelines%2DResources%2FShared Documents%2FChapter 3&p=true&originalPath=aHR0cHM6Ly9pb21pbnQuc2hhcmVwb2ludC5jb20vOmI6L3MvSU9NTUVHdWlkZWxpbmVzLVJlc291cmNlcy9FVmFNR2lPZm1USkpvWnlkanduZE9MQUJpdXlibjJRaGZzVHp0d0l2NlcyNEdRPIMPORT
https://iomint.sharepoint.com/:b:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/IOM%20Thailand%20-%20Internal%20National%20Strategy%20-%202017%20-%202020.pdf?csf=1&web=1&e=LUi9zf
https://iomint.sharepoint.com/:b:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/IOM%20Thailand%20-%20Internal%20National%20Strategy%20-%202017%20-%202020.pdf?csf=1&web=1&e=LUi9zf
https://iomint.sharepoint.com/:w:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/Quick%20guide%20to%20designing%20a%20Country%20Strategy%20Sept%202018.docx?d=wfab5c2148c924ebdbf8f1493ba99ed06&csf=1&web=1&e=vdIhvN
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Other resources
National Center for Injury Prevention and Control 

2013 Step by step – Evaluating violence and injury prevention policies, Brief 1: Overview of policy 
evaluation. Centers for Disease Control and Protection (CDC), Atlanta.

Organisation for Economic Co-operation and Development (OECD)
n.d.  Policy monitoring and evaluation. 

3.6. Remote management, monitoring and third-party monitoring
This section focuses on operating and monitoring in environments where reaching vulnerable populations 
is a challenge, including in contexts with medium to high insecurity, while maintaining the security of the 
organization’s personnel. It also addresses cases of large and complex programmes, some with wide 
coverage, including those implemented with the use of TPM. Remote management and monitoring 
strategies and TPM can help mitigate the challenges inherent to such situations and support IOM to 
continuously provide targeted assistance, while reducing risk to staff. 

A management structure, which may have been set up as a temporary mode of operation, can rapidly 
become a semi- and/or permanent approach to implementation in countries with deteriorating 
security. While the proliferation of remote management approaches may have offered a number of 
recommendations to practitioners to improve their results in hard-to-reach areas, it has also revealed its 
limitations, including those related to intervention monitoring and AAP. This section will cover remote 
management, remote monitoring, as well as TPM of interventions.  

3.6.1. Remote management 

Remote management approaches have substantial implications for monitoring and accountability 
practices, as well as the ability of the implementing organization to provide assurance of reaching project/
programme results. Where situations may restrict staff members from meeting with beneficiaries or 
monitoring activities directly, they must rely on other staffing approaches or external partners. Remote 
management approaches are required in circumstances where management may not have physical 
presence and hence limited technical oversight, monitoring and accountability, as well as in situations with 
an increased risk of fraud and corruption occurring. The following are some of the common situations in 
which remote management approaches can be adopted.

(a) IOM is directly operational, but with limited, or reduced, staff based on the ground.

In this situation, while still being able to reach target beneficiaries, management is often under 
the full responsibility of the limited IOM staff who are on the ground.

(b) IOM works with an international partner organization, managing interventions from different locations.

This is often the case when the United Nations imposes security restrictions, while other 
actors, such as international non-governmental organizations (NGOs), are not subject to the 
same constraints. Here, IOM manages the intervention but implements activities through the 
partner organization.

http://www.cdc.gov/injury/pdfs/policy/Brief 1-a.pdf
http://www.cdc.gov/injury/pdfs/policy/Brief 1-a.pdf
http://www.oecd.org/gov/policy-monitoring-evaluation.htm
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(c) IOM works with a local partner, managing the intervention from different locations.

In this case, IOM retains management but implements the activities through a local partner on 
the ground. This approach may be particularly cost effective and beneficial, as it facilitates access 
to target beneficiaries, while simultaneously building the capacity of the local partner.

(d) Implementing organization fully outsources implementation to another partner. 

In this scenario, IOM does not retain immediate management of the outsourced intervention. 
If this is the only option, it is highly recommended to closely manage this relationship to ensure 
a high degree of accountability. This is recommended to include strong and regular M&E-
related communication mechanisms, remote monitoring mechanisms, as well as clearly defined 
mechanisms for quality assurance. Examples of all three of these mechanisms to mitigate the 
challenges that arise when implementation is fully outsourced to another organization are 
further elaborated.

Special circumstances

The COVID-19 pandemic in 2020 led to further challenges in managing and implementing interventions, 
as well as, relatedly, all subsequent M&E efforts. It presented yet another remote management scenario, 
where most activities and movements were severely restricted for all actors. These conditions further 
reinforce the need for having strong and flexible monitoring systems in place to support the implementation 
of interventions. In response to the challenges brought by the COVID-19 pandemic, IOM developed 
a guidance document, Continuity of Monitoring and Evaluation Interventions during COVID-19, which 
includes data collection alternatives that are equally helpful in remote management and monitoring 
scenarios.  

In general, remote management, including remote monitoring and some aspects of TPM, can be a 
temporary or a more permanent response to security and logistical challenges in the direct implementation 
of programmes.51 Depending on the degree of remoteness, different strategies may need to be applied. 
The office managing the intervention must identify a set of general parameters and thresholds that define 
when direct implementation is no longer possible or advisable (such as what are the risks the organization 
is willing to take). If required, mission staff can seek assistance to set parameters and thresholds from 
their respective regional office and/or the Office of the Inspector General’s Central Evaluation function 
(OIG/Evaluation) at Headquarters. 

Considerations include the following: 
(a) Physical security/operating environment – An elaborated risk and security assessment should 

include the following:
(i) A solid context and security environment analysis, including dynamics of conflict (United 

Nations Risk Management Unit), distance to project sites, transport types, availability and 
constraints and infrastructure; 

(ii) Security risk levels analysis (low/medium/high);
(iii) Access to project sites analysis: None/irregular/regular but limited. 

(b) Cost analysis of options – A cost analysis should include the following:
(i) How much can be invested for delegating responsibility in the implementation and having 

the least impact to programme quality; this may require analysing other cost-effective or 
cost-saving options; 

51 This section is based on IOM's TRD and OIG/Evaluation feedback collected on TPM in 2018.
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(ii) Possibilities of monitoring/conducting field visits, given the circumstances (security 
environment, remoteness and other factors affecting risk); availability of information 
systems; identification of efficient implementing partners; guaranteeing capacity-building of 
local partners; how to maintain effective relationship with beneficiaries, for instance through 
community networking systems; possibilities to assess the impact of the programme 
through remote management. 

(c) Exit strategy – As remote management systems are often more expensive and less reliable 
than direct management, where applicable, an exit strategy to transition from remote to direct 
management should be considered and regularly reviewed to inform relevant implementation-
related decisions. 

An IOM managing mission, in consultation with relevant regional offices and Headquarters decision makers, 
should also consider who makes the decision to engage in remote programming and what processes forms 
the basis for that decision, including the legal framework.  

3.6.2. Remote monitoring

Remote management may have significant implications for the organizational set-up, accountability, 
monitoring and assurance of the quality of interventions. When a situation calls for remote management, 
the set-up and use of monitoring approaches require more attention. Due to logistical difficulties in 
conducting the monitoring in complex and remote environments, the need for additional training and 
contractual arrangements with additional reporting lines may arise. Strong remote monitoring approaches 
become key to supporting and contributing to remote management. 

A common challenge of remote monitoring is the allocation of sufficient resources for planning and 
budgeting the set-up of rigorous and effective monitoring systems. It is therefore important to identify 
operational constraints and budgeting limitations encountered in those fragile and complex 
environments. This ultimately may also prevent abusive use of no-cost extensions. Considering such 
constraints and limitations in the monitoring section of each project proposal may also reassure the 
donor that attention is paid to monitoring in order to guarantee the overall quality of an intervention. 

Through the use of specific remote management approaches, monitoring of implementation 
can still continue. The following table outlines key challenges in the context of remote monitoring and 
possible solutions to address them. 
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Table 3.5. Remote monitoring: Key challenges and possible solutions

Challenge Explanation Suggested solutions 

Potential 
deterioration in 
programme quality

Ensuring high quality in 
programming may be 
especially challenging when 
projects are technically 
complex.

Where/if possible: 

• Preventive measures should include a clear and 
strong performance framework, including a 
solid communication plan and quality assurance 
mechanisms.

• Break down complexity into simple, digestible 
components, including easy-to-follow standard 
operating procedures for technically complex 
projects.  

• Schedule regular and reoccurring meetings 
with the project/programme team; train staff, 
including implementing partners, and refresh 
their understanding of the subject matter, as well 
as conduct cross-checks and provide ongoing 
supervision and technical guidance on the subject 
matter.

• Increase monitoring visits, where possible, as this can 
contribute to remote supervision, technical guidance 
and the cross-checking of data. 

Weak 
monitoring 
and control 
mechanisms

Rigorous monitoring 
may be neglected when 
a project is already facing 
competing priorities and 
deadlines or budgetary 
constraints. The lack of 
staff capacity, standardized 
approaches and monitoring 
tools, infrequent monitoring 
visits, low quality of 
collected data and the lack 
of information triangulation 
are factors that can weaken 
monitoring and result in 
poor decision-making, 
potential deterioration in 
programme quality and 
corruption.

Where/if possible: 

• Ensure dedicated monitoring capacity both 
at the programme/project development and 
implementation levels.

• Develop an M&E plan, outlining the overall strategy 
for monitoring, its standardized approaches, sources, 
timing and management processes and procedures.

• Provide standardized monitoring tools that are 
regularly reviewed and updated.

• Regularly conduct capacity-building of monitoring 
staff. 

• Introduce controls in the monitoring process, where 
required. 

• Increase triangulation of information and integrate 
a monitoring culture among different implementing 
staff, beneficiaries and stakeholders.

• Enable real-time communication and information-
sharing mechanisms.

• Implement strict financial tracking systems to 
mitigate corruption.
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Insufficient and/
or inaccurate 
data and 
reporting

Low quality of data can 
affect the quality of 
reporting. It can be related 
to limited staff capacity and/
or time spent in the field 
due to security concerns 
while collecting data.

Where/if possible: 

• Set up easy-to-use data collection tools, as well as 
field data collection plans with options showing plan 
A and B in line with the identified possible challenges.

• Set up an effective data quality control mechanism 
at the end of every day of data collection, as well as 
during data entry and submission.

• Plan enough time for training and piloting of tools.
 – Avoid complex or lengthy tools and focus on 

collecting only the most critical information. 
• Throughout the data collection process, call the field 

focal person daily to receive updates or troubleshoot 
challenges. This will ensure everything is on track 
and can be particularly useful when working with 
partners.

• Conduct frequent data triangulation.
• Introduce data reporting systems that are accessible 

online or through cell phones and in which it is 
possible to provide real-time feedback to bridge the 
physical distance.

Reduced 
number of visits 
and access to 
implementation 
sites

Monitoring visits to 
implementation sites or 
field offices can, at times, be 
challenging. This can result 
in poor communication, 
lack of information-sharing 
and lack of control of 
information, which can 
ultimately negatively 
affect the quality of 
implementation.

Where/if possible:

• Identify a monitoring team not affected by security 
limitations to conduct field visits on behalf of the 
implementing team (ensure prior training if it is an 
external team).

• Ensure consistent information flow by establishing 
mechanisms that provide real-time collaboration 
spaces, enable greater data security, seamless 
coordination, and improved management and 
control mechanisms. 

• Ensure monitoring visits take place regularly, 
whenever possible. Note that the regularity and 
frequency of monitoring visits can often be related 
to the frequency of information needs, which can be 
assessed through RMF.

• Favour online monitoring mechanisms as mentioned 
above including also receiving photographs and GPS 
tracking devices for distribution of goods.  

• Consider the use of a third party to conduct 
monitoring visits of IOM’s work. These would 
be entities that have more access or may be less 
impacted by security constraints.  

Limited staff/
partner capacity

The most common 
limitations are related to 
management, data analysis 
and reporting skills, as 
well as having a good 
understanding of concepts 
such as M&E, humanitarian 
action and beneficiary 
accountability. 

Where/if possible: 

• Introduce these concepts at the start of an 
intervention, during staff capacity-building to ensure 
common understanding of requirements and 
expectations.

• Consider developing a regular internal training 
schedule, invest in collaborative training events 
with local or international actors, promote good 
practice presentations and use systematized tools 
and templates.
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Weak technical 
oversight of 
implementation

Providing adequate 
technical support through 
remote management 
can prove to be more 
challenging.

Where/If possible: 

• Consider identifying a technical M&E expert within 
the team (field or country office). If not available, 
consider reaching out to relevant regional offices or 
colleagues at Headquarters to request for assistance.

Potential weak 
communication 
between the 
main country 
office or 
delocalized main 
office and sub-
offices in the 
field

Communication may suffer 
in remote management 
contexts.

Where/if possible: 

• Bring staff from head and field offices or partners 
together for regular meetings, either in person or for 
time-effective virtual communication to address the 
weak connections. 

• Use reporting templates and real-time document-
sharing through online platforms, as it can support 
improving communication, increase accountability, 
follow-up and information-sharing.

• Introduce communication protocols. 

Increased risk 
of fraud and 
corruption

The risks of fraud 
and corruption are 
present throughout the 
implementation of an 
intervention and may arise 
in remote management 
settings, where monitoring 
is more difficult. Fraud 
or corruption can occur 
at various levels: at the 
organizational level with 
own staff, at the beneficiary 
level or at an implementing 
partner level. Certain 
socioeconomic and 
political factors can lead to 
increased likelihood of fraud 
and corruption.

Where/if possible: 

• Take relevant contextual factors into consideration 
when setting up rigorous control, monitoring and 
supervisory systems.

• Incorporate sufficient checks and control 
mechanisms tailored to the intervention’s individual 
procedures and processes.

Remote monitoring systems

Insofar as it is possible, remote monitoring systems should allow for real-time feedback. Such systems 
have multiple benefits: they can enable a real-time and/or close to real-time two-way communication in 
remote environments; thereby serving not only as a management tool, but also as a check and quality 
assurance mechanism. By receiving near to real-time information/data, IOM staff is able to identify and 
respond to challenges through corrective efforts much faster.
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Microsoft Office 365 is available to all IOM staff members and contains tools that can be used for (remote) 
monitoring. Some of the useful tools are as follows:

Real-time collaboration/sharing                Collaboration spaces/platforms

• OneDrive
• MS Forms (for data collection; also mobile 

friendly)
• Word (for sharing documents for real-time 

collaboration)
• MS Excel (for sharing documents for real-

time collaboration)
• MS Planner

• SharePoint
• MS Teams
• Yammer

Virtual calls

• Skype for Business

• MS Teams

IOM resources 
2020 Continuity of Monitoring and Evaluation Interventions during COVID-19. Version 8 April. OIG/

Evaluation.

Other resources 
International Rescue Committee (IRC) 

2016 IRC – Syria, Remote Management Guidelines. Last updated August 2016. 

Norman, B.
2012 Monitoring and Accountability Practices for Remotely Managed Projects Implemented in Volatile 

Operating Environments. Tearfund, Teddington, United Kingdom. 

Price, R. 
2018 Approaches to remote monitoring in fragile states. GSDRC Helpdesk Research Report. University 

of Birmingham. 

 Ä Resources primarily linked to COVID19 that can also be applied to other contexts 

Kopper, S. and A. Sautmann 
2020 Best practices for conducting phone surveys.  Abdul Latif Jameel Poverty Action Lab (J-Pal), 

20 March.

3.6.3. Third-party monitoring 

TPM is the system of contracting third parties to conduct the monitoring, and/or cover monitoring 
functions, such as collecting (and at times verifying) data, on behalf of the implementing instance or 
donor. However, the definition can further be contextualized, and TPM modalities can take various 
shapes, especially in non-permissive environments. Therefore, when speaking of TPM, it is important to 
clarify which of the following possible situations is being discussed. 

(a) IOM uses TPM – IOM, as the managing entity, uses TPM to monitor its interventions: IOM hires 
an external monitoring team to conduct the monitoring of its own and/or of its implementing 
partners’ performance. 

RE
SOURCES

TIP

https://www.iom.int/sites/default/files/about-iom/evaluation/me-continuity-in-covid-08-april-20-version1.pdf
http://www.orange.ngo/wp-content/uploads/2016/11/IRC-Syria-Remote-Management-Guidelines-External.pdf
http://www.betterevaluation.org/sites/default/files/remote_monitoring_and_accountability_practice__web_2.pdf
http://www.betterevaluation.org/sites/default/files/remote_monitoring_and_accountability_practice__web_2.pdf
https://gsdrc.org/wp-content/uploads/2018/01/1420-Remote-monitoring-in-fragile-states.pdf
https://www.povertyactionlab.org/blog/3-20-20/best-practices-conducting-phone-surveys
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(b) IOM is the third-party monitor – Another managing entity uses IOM to monitor its interventions: 
IOM is the TPM entity and conducts monitoring of non-IOM interventions.

(c) IOM is the subject of TPM by another entity – An entity (usually a donor agency) uses external 
TPM entities to monitor IOM’s performance: An IOM-managed intervention is being monitored 
by a TPM entity, working directly for the intervention donor.  

IOM has experience in all three situations as elaborated in the following examples from IOM Pakistan:

(a) IOM uses TPM – IOM uses TPM to monitor the implementation of its own intervention and/or the 
work of implementing partners (such as local NGOs): At a large-scale USAID-funded community 
stabilization programme, the security situation and security protocols restrict IOM staff’s access to 
field activities. The programme, therefore, hired field staff through third-party contracts to conduct 
the monitoring of ongoing projects in the zones with restricted access. The staff was trained and 
supervised by IOM M&E staff through remote management and monitoring, using a M&E management 
information system (MIS) designed for this programme to enable real-time monitoring.

(b) IOM is the TPM – Another entity uses IOM as the third-party monitor to monitor its interventions: 
IOM is the TPM of an INL-implemented project, using a specific monitoring system.52 IOM is not 
involved in the implementation of the project in any shape or form and is merely monitoring project 
performance as a TPM.

(c) IOM is being TPMed – A donor agency uses TPM to monitor IOM’s performance: IOM activities were 
monitored by a third party, funded by USAID. The TPM reported directly to USAID. Any challenges 
that were flagged by the TPM to USAID were then forwarded to IOM for response. In case of 
conflicting findings, IOM was requested to provided evidence-based monitoring reports to the donor. 

TPM is not only used in emergency situations; it can also be used in large-scale programmes, for 
instance within the United States Refugee Admissions Program, which uses TPM to monitor its activities 
implemented around the world by different agencies, or the European Union Trust Fund programme with 
IOM’s performance being monitored by another entity.

Key considerations for third-party monitoring agreements

It is important when engaging in a TPM scenario to ensure that the parties involved have clear and realistic 
expectations. Contractual agreements define the parameters and conditions for any TPM scenario, 
including the obligations and requirements of the different entities involved. When entering into an 
agreement with a third party for the purpose of monitoring, in any of the three TPM scenarios outlined 
above, several key considerations should be kept in mind: 

(a) Roles and responsibilities: Ensure that the roles and responsibilities within the scenario are clearly 
outlined for each party, including frequency of monitoring and reporting, lines of reporting, lines and 
means of communication between parties, staffing required for implementation, deliverables and 
division of work between the parties. Other important obligations may be identified and included 
depending on the context.

(b) Data protection: Identify potential data protection issues and address them directly within the 
agreement and at the outset of monitoring implementation. While IOM makes a commitment to being 
transparent with TPM partners, agreements must be in line with IOM Data Protection Principles, 
following the guidance provided by the IOM Data Protection Manual, and following guidance from the 
Office of Legal Affairs (LEG) regarding confidentiality-related language within contractual agreements.

52 INL is the acronym for the US Bureau of International Narcotics and Law Enforcement Affairs.
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https://www.iom.int/sites/default/files/Annex F - IOM Data Protection Principles.pdf
https://publications.iom.int/books/iom-data-protection-manual


88 CHAPTER 3 
Monitoring at IOM

 Ä To reinforce IOM’s commitment to transparency, consider outlining any specific foreseen limitations 
on the sharing of data from the outset of a TPM arrangement, ideally during the initial negotiations 
between TPM agreement parties.  

(c) Indicators: It is important to agree upon what is being monitored and how results are measured at 
the outset. Adding or altering indicators, beyond what was originally contractually agreed upon with 
the donor, and without agreement of all parties, may complicate or hinder accurate reporting of 
results, and, in some situations, significantly complicate established data collection mechanisms.  

(d) Multiple agreements: In nearly all situations, a TPM agreement will be concluded within the 
context of an existing project or programme. In such cases, a donor agreement will already exist. It is 
therefore essential that all TPM agreements align with the obligations outlined for IOM in the original 
donor agreement. Where possible, if a TPM scenario is required by a donor, try to agree upon the 
parameters, including IOM’s ethical considerations related to data protection, as well as roles and 
responsibilities of all parties prior to the conclusion of the initial donor agreement. 

 Ä Finally, where there are questions or disagreements related to TPM agreements and the language used 
therein, remember to utilize LEG as a resource. For further guidance on procurement matters related 
to TPM, please see IN/284.

Challenges and risks of third-party monitoring53 

While TPM allows for the indirect tracking, verification, validation, real-time collection of data and course 
correction of IOM interventions, it also has some limitations. Such limitations can include poor-quality 
reporting of monitoring visits conducted, unexpected costs (inter alia, related to improving the quality), 
lack of transparency and difficulty using TPM to collect outcome-level data. Many of the risks inherent in 
remote management are also true for TPM.

Additional potential risks associated with third-party monitoring

Pr
og

ra
m

m
at

ic

• Inadequate design: Budget does not include air travel, proper M&E system or trainings, for 
example.

• Implementation/technical oversight: Supervision only from a distance.
• Poor feedback and participation: If no direct and regular feedback is available for monitoring (for 

instance due to reduced regularity of visits to projects or inadequate M&E frameworks), the 
performance of the programme may be at risk, such as risk of corruption and recruitment of 
inadequate skills or mismanagement. 

• Communication: Inaccurate/inconsistent/untimely data collection and reporting; triangulation of 
data is very difficult; weak communication with staff in the field and head offices. 

• Limited relationship with the community/acceptance and participation.

In
st

it
ut

io
na

l • Financial: If a TPM system is weak due to limited funding, monitoring and reporting may be 
affected and weaken the value of the use of TPM.

• Reputational: Third-party monitors need to be selected with due consideration to ethical 
behaviours, professionalism, cultural sensitivities and reputation. A bad selection can affect the 
reputation of the organization using TPM.  

O
th

er • Conflict of interest at the TPM level with biased monitoring for its benefits and other contractual 
opportunities.

53 The following sections are drawn from information compiled by TRD, developed in consultation with OIG/Evaluation in 2018. 

https://dmsportal/PublishedDocuments/Instructions/IN284%20-%20Changes%20to%20Procurement%20Implementing%20Partners%20Selection%20and%20Contracting.pdf#search=IN284
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Key lessons learned from IOM experience with third-party monitoring implementation 

(a) Allocate sufficient resources for the capacity-building of TPM staff to ensure a high quality of work 
throughout monitoring processes. Using manuals, handbooks, guidance notes and various templates 
for such remote monitoring systems are highly recommended. It is important to abide by IOM 
standards such as IOM Data Protection Principles to ensure compliance. 

(b) It is important to agree at the outset of a TPM arrangement, whether in the agreement itself or an 
annexed or accompanying document, on the parameters related to the ethical collection, management 
and use of data, including linking TPM efforts to the IOM Accountability to Affected Populations 
Framework (see chapter 5 on IOM Cross-Cutting Themes: AAP). 

(c) When clarifying roles and responsibilities in a TPM agreement, ensure that all parties have a realistic 
understanding of the human and other resources required to facilitate all TPM activities. Whether 
IOM is engaged in TPM or being TPMed, data collection requirements, such as the facilitation of 
monitoring visits or drafting of reports, should not limit the capacity of the implementing organization 
to implement the intervention.

The resources referenced above for remote management and monitoring can also be considered, depending 
on the situation, for TPM. 

IOM resources
2010a IOM Data Protection Manual. Geneva.

2010b Annex X: IOM Data Protection Principles (Internal link only).

2021 Changes to Procurement, Implementing Partners Selection and Related Contracting Procedures 
(IN/284) (Internal link only). 

3.7. Pulling it all together: Monitoring and evaluation plan
This chapter has so far introduced various types of monitoring, including the four essential areas to 
monitor: results, activities, budget and expenditure and risk. 

As noted in the Types of monitoring section of this chapter, PRIMA may also be used as a tool to monitor 
results, using the Results Matrix and RMF. 

For additional information on how to use PRIMA to monitor results, see the PRIMA User Guide, Annex 
5: Results Monitoring (Internal link only).  

Taken together, these constitute the main elements that should be used in planning and carrying out the 
monitoring of projects, programmes, strategies and policies. Together with planning evaluation, covered 
in chapter 5 of the IOM Monitoring and Evaluation Guidelines, these elements constitute the M&E plan. 
The M&E plan outlines the overall plan for M&E across the entire intervention. It should specify the 
monitoring strategy, approaches, any studies, reviews or evaluations to be conducted, detailing data 
sources, timing, management processes, as well as summarize the overall programme theory, including 
ToC or Results Matrix.
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https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00138
https://eur02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpublications.iom.int%2Fbooks%2Fiom-monitoring-and-evaluation-guidelines-chapter-5&data=04%7C01%7Caconstantino%40iom.int%7Cd2a41538d5b144ffe17108d91915023a%7C1588262d23fb43b4bd6ebce49c8e6186%7C1%7C0%7C637568400286459875%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C1000&sdata=N16Z3SBODdiMicUXAaYyaW7iT2BL7U%2BhJ1STCREXTeY%3D&reserved=0
https://publications.iom.int/books/iom-data-protection-manual
https://www.iom.int/sites/default/files/Annex%20F%20-%20IOM%20Data%20Protection%20Principles.pdf
https://dmsportal/PublishedDocuments/Instructions/IN284%20-%20Changes%20to%20Procurement%20Implementing%20Partners%20Selection%20and%20Contracting.pdf#search=IN284
https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=qSuDkI
https://iomint.sharepoint.com/:f:/r/sites/IOMMEGuidelines-Resources/Shared%20Documents/Chapter%203/MA651_%20PRIMA%20User%20Guide?csf=1&web=1&e=qSuDkI
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While various definitions exist, the terms “M&E plan” and “M&E framework” are often used interchangeably. 
However, while both seem identical, they refer to two different concepts.
 
Table 3.6 shows some of the key elements.

Table 3.6. Key elements compared: Monitoring and evaluation plan 
and monitoring and evaluation framework

Monitoring and evaluation plan Monitoring and evaluation framework

In some cases, a detailed description of project logic, envisioned 
evaluations and monitoring activities, as well as M&E tools, 
may be required. Cases where this might be required include 
when the success of a very large or complex project needs to 
be measured, when a variety of partners will be involved in 
M&E activities or when the donor specifically requires a more 
detailed plan on how M&E will be enabled at the start of the 
intervention. 

This more detailed version would be called an M&E 
plan and would cover all planned M&E activities. It 
can also cover additional areas, such as learning and 
reporting.

The most common definition of an M&E 
framework is a table that lists all indicators 
(and their brief definition), along with data 
source, baseline, target, how often it will 
be measured, data collection methods and 
tools, as well as who is responsible for 
measuring results. For IOM, the closest 
concept to an M&E framework is RMF. 
In many cases, RMF may be sufficient for 
monitoring the results of an intervention at 
IOM, along with the plans described in the 
M&E sections of the project document.

An M&E plan should ideally be done at the initial (inception) 
phase of a project, before starting implementation and 
should be reviewed periodically to reflect changes in the 
implementation context, or after major project design changes 
are made.

The M&E framework is also developed at 
the start of the project. It may also need 
to be reviewed periodically to reflect the 
changes in implementation. 

The M&E framework can be a component of, and included in, the M&E plan.

While the two concepts are presented as distinct here, it is always advised to seek clarity from a particular 
donor or partner to ensure a common understanding of the terminology and associated expectations. 

An M&E plan helps tie together all the M&E components, such as field visit plans, the RMF, data collection 
and analysis and use requirements, learning and reflection activities and other information. In some 
instances, an M&E plan may also contain detailed descriptions of the intervention indicators. It is useful to 
compile all the different elements that enable M&E within an intervention into one document or folder in 
order to better manage M&E processes, promote access to all documents and a common understanding 
among the project team, as well as facilitate eventual reviews and evaluations. 

Although there are various templates for M&E plans, the following outlines the main components of a 
basic and an advanced M&E plan.  
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Basic monitoring and evaluation plan template

(a) Results Monitoring Framework 
Include a copy of the developed RMF in the document. Its final columns – Achieved and Progress – 
can be left blank. A separate copy of the RMF can be kept in order to track progress.

(b) Planning for monitoring of activities, financials and risks
Sometimes the monitoring of activities, financials and risks are not considered part of the M&E plan, 
but rather as a separate part of project management. However, the M&E plan can include a reference 
to how those elements are being monitored. 

For IOM, the main tools referenced in the IOM Project Handbook are the detailed workplan, PRISM 
reports and/or tailor-made tools and the Risk Management Plan. Tools for data collection should also 
be referenced in this section of an M&E plan. For more information related to data collection tools, 
see chapter 4 of the IOM Monitoring and Evaluation Guidelines. 

(c) Detailed workplan
The M&E plan should be fully linked to the detailed workplan, including ensuring that M&E activities 
are included in the overall workplan. A detailed workplan is comprehensive and realistic, with the right 
people assigned to each task, and takes into account workflows and potential scheduling problems 
right from the start of the project. It can also help to find synergies between operational and M&E 
activities, for example by timing monitoring visits in relation to other planned intervention activities. 
The project manager can use the detailed workplan to keep everyone informed of implementation 
progress, including the project team, the chief of mission (CoM) and the donor (see Module 4 of the 
IOM Project Handbook for further details).

(d) Planning for review and evaluation
Building on the information in the project proposal, further details can be provided on evaluation plans, 
including type, estimated date, intended use/users, methodologies, data collection tools, internal or 
external evaluations and budget. Details can also be included on any planned review exercises (project 
performance reviews (PPR), for instance), considered as a form of monitoring.

Advanced monitoring and evaluation plan template

(a) Overview and background
Describe context and background of the project and provide a brief description of the project.

(b) Description of the Theory of Change
Another element that could be developed as part of the M&E plan is a ToC. Based on what is in 
the project document, the ToC can be expanded by adding a narrative description and/or a visual 
depiction of the intended changes and the assumptions/hypotheses underlying causal relationships 
between activities, outputs and outcomes. It is important to recall that the ToC goes beyond the IOM 
Results Matrix, providing a picture of how change happens, including results pathways that may not 
be in the control of the intervention at hand. For more information regarding the ToC, please see the 
section of this chapter Theory of Change.

(c) Results Monitoring Framework 
Include a copy of the RMF in the document. The final columns — Achieved and Progress — can be 
left blank, and a separate copy of the RMF can be kept in order to track progress. 

https://eur02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpublications.iom.int%2Fbooks%2Fiom-monitoring-and-evaluation-guidelines-chapter-4&data=04%7C01%7Caconstantino%40iom.int%7Cd2a41538d5b144ffe17108d91915023a%7C1588262d23fb43b4bd6ebce49c8e6186%7C1%7C0%7C637568400286409903%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C1000&sdata=R8zaMrcm8b5BV1NtWkzW%2Fw6U9jgpMO%2B1wvB%2F%2Fu39JVU%3D&reserved=0
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
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(d) Planning for monitoring of results
Building on the plans in the RMF, further details can be provided on the methodologies, approaches 
and related tools, including data collection tools, to be used for monitoring indicators, as well as 
monitoring other areas, such as the intervention context and needs and beneficiary satisfaction. 

(e) Planning of monitoring of activities, financials and risks
Sometimes, the monitoring of activities, financials and risks are not considered part of the M&E plan, 
but rather as a separate part of project management. However, the M&E plan can include a reference 
to how those elements are being monitored. 

For IOM, the main tools referenced in the IOM Project Handbook are the detailed workplan, PRISM 
reports and/or tailor-made tools, and the Risk Management Plan.54 Tools for data collection should 
also be referenced in this section of an M&E plan. For more information related to data collection 
tools, see chapter 4 of the IOM Monitoring and Evaluation Guidelines.

(f) Detailed workplan
The M&E plan should be fully linked to the detailed workplan, including ensuring that M&E activities 
are included in the overall workplan. A detailed workplan is comprehensive and realistic, with the right 
people assigned to each task, and takes into account workflows and potential scheduling problems 
right from the start of the project. It can also help to find synergies between operational and M&E 
activities, for example by timing monitoring visits in relation to other planned intervention activities. 
The project manager can use the detailed workplan to keep everyone informed of implementation 
progress, including the project team, the CoM, and the donor (see Module 4 of IOM Project Handbook 
for further details).

(g) Data: Management, roles and responsibilities
Describe how monitoring data will be gathered, stored (including entry into data management systems 
such as PRIMA) and managed. This should be done not only for data used to report on indicators, but 
also any data collected to monitor other areas as well. This section can include potential limitations or 
challenges, information about data disaggregation and plans to share and review data with internal or 
external partners. Data privacy should also be considered, including by referencing the intervention’s 
alignment to the IOM Data Protection Policy. Standards and plans for ensuring data quality can also 
be described. Finally, roles and responsibilities for each project team related to data collection and 
analysis can be laid out here.

(h) Planning for monitoring visits by programme staff
Guidance can be provided on how to conduct monitoring visits, along with references to the 
standardized forms to be used in order to gather data on activities, results or other areas to monitor, 
as well as how to document/report on monitoring visits. 

(i) Plans for working with implementing partners on monitoring and evaluation
A section can also be added to describe plans for ensuring that implementing partners have strong 
monitoring systems in place to regularly provide IOM with accurate data and information on the 
progress and efficiency of their implemented activities. This can include description of data collection, 
including frequency, standardized forms to be used or trainings to be provided to implementing 
partners. This can be particularly useful in remote management situations.

54 For additional information on developing tools to monitor activities, results, budget and expenditure, and risks, see Module 4 of IOM Project 
Handbook, pp. 254–258 (Internal link only).

https://eur02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpublications.iom.int%2Fbooks%2Fiom-monitoring-and-evaluation-guidelines-chapter-4&data=04%7C01%7Caconstantino%40iom.int%7Cd2a41538d5b144ffe17108d91915023a%7C1588262d23fb43b4bd6ebce49c8e6186%7C1%7C0%7C637568400286409903%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C1000&sdata=R8zaMrcm8b5BV1NtWkzW%2Fw6U9jgpMO%2B1wvB%2F%2Fu39JVU%3D&reserved=0
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module4
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(j) Planning for reporting 
This could include reference to donor reporting dates and related templates, or for joint reporting 
mechanisms. Reporting plans can also include internal monitoring reports, as well as any regular 
reporting that is required of the mission, such as reports to Headquarters, regional offices or the UN 
Country Team. It could also include plans for sharing and using reports. Graphics could also be added 
to illustrate how the various data collected will feed into the various reports. For more details on 
reporting, refer to the next section of this chapter.

(k) Planning for review and evaluation
Building on the information in the project proposal, further details can be provided on the evaluation 
plans including type, estimated date, intended use/users, methodologies, data collection tools internal 
or external evaluation, and budget. A draft of evaluation terms of reference (ToR) could also be 
annexed or referenced and saved to the project files once available. Details can also be included 
on any planned review exercises, such as PPRs or after-action reviews (see chapter 5 for more 
information about these exercises). 

(l) Planning for reflection and learning
A section could also be considered in the advanced M&E plan to describe any other mechanisms 
for reflection and learning from the M&E findings, including any recommendations from reviews and 
evaluations. This can include references to project coordination mechanisms, such as project team 
meetings and project steering committees, as well as other formal and informal ways to facilitate 
learning, whether internally among the project team or externally with partners, such as annual 
review workshops or lessons learned workshops. Plans should also be made for when and how the 
M&E plan itself will be reviewed and updated, as needed.

(m) Resources for monitoring and evaluation 
Finally, the M&E plan could provide information on the M&E total budget, including a breakdown 
of the budget in case there are various budget related to M&E activities, as well as outline other 
resources required for implementation of M&E functions, such as human resources and materials/
equipment. This section should elaborate on the financial resources, human resources and materials 
available for M&E. 

https://eur02.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpublications.iom.int%2Fbooks%2Fiom-monitoring-and-evaluation-guidelines-chapter-5&data=04%7C01%7Caconstantino%40iom.int%7Cd2a41538d5b144ffe17108d91915023a%7C1588262d23fb43b4bd6ebce49c8e6186%7C1%7C0%7C637568400286459875%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C1000&sdata=N16Z3SBODdiMicUXAaYyaW7iT2BL7U%2BhJ1STCREXTeY%3D&reserved=0
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The following chart provides a graphic overview of an M&E plan, including how it builds on the project 
development and helps to ensure accountability and learning.

Figure 3.14. Monitoring and evaluation plan overview

Note: Modified based on a graphic developed by IOM Regional Office Vienna (2017).
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3.8. Monitoring and reporting on results
Reporting on intervention results is an essential component of ensuring compliance with a results-
based approach. It is undertaken at different intervals throughout the life cycle of an intervention. Based 
on operational knowledge and best practices, reporting also contributes to the expansion of IOM’s 
institutional knowledge. It is a means of communicating information on intervention progress, achieved 
results, lessons learned, constraints encountered, the steps taken to overcome and address challenges 
and good practices identified during implementation. 

Reporting is a mandatory component of intervention management. Informing donors, member States 
and other stakeholders regularly on the status of an intervention helps demonstrate transparency and 
accountability, as well as ensures compliance with contractual engagements. Internal reporting, such as 
through monitoring reports, reports from implementing partners, meeting minutes and lessons learned 
logs, is another important element of project management that can also facilitate eventual external 
reporting. Reporting requires maintaining a record of all actions taken during implementation; it is 
therefore also an important source of information for auditors and evaluators in assessing whether an 
intervention has been successfully implemented, in line with IOM rules and regulations, as well as with 
the donor’s agreement.55   

Implementing a reporting plan

IOM offices should consider developing a reporting plan to anticipate reporting needs and ensure that 
sufficient time is allowed for the collection of data and the preparation of reports. This could be included 
as part of an M&E plan (see the previous section, Pulling it all together: Monitoring and evaluation plan) or 
it could be developed as a stand-alone plan. 

A reporting plan can cover reporting roles (who is responsible for reporting), the types of reports required, 
how frequently a report is to be produced, procedures for report review and who is to receive the 
report.56 Reporting plans can include intervention-specific reports, as well as any regular reporting that is 
required of the mission, such as reports to Headquarters, regional offices or the UN Country Team.

Module 5 of the IOM Project Handbook provides a detailed guide on donor reporting and its three main 
phases: (a) preparation; (b) review and approval; and (c) submission. This section focuses on how to 
report on results using monitoring findings, the specific sections of the narrative donor report to enhance 
results reporting and how reporting can contribute to institutional learning.

3.8.1. Reporting on results

Report writing is about communicating results.

55 Module 5 of IOM Project Handbook, p. 356 (Internal link only).
56 Adapted from UNICEF, 2017, p. 161 (Internal link only).
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https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
https://www.unicef.org/thailand/media/3486/file/Result-based%20management%20handbook.pdf
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Reporting is a critical component of M&E, as it enables the presentation of collected data and findings 
generated for key stakeholder use and overall performance. Reporting on results provides evidence and 
feedback to decision makers to inform their decision-making processes. Internal monitoring reports and 
external donor reports can serve several purposes, depending on an intervention’s information needs, 
as well as the information derived from M&E, which can be put to different uses. M&E information can 
serve to:57 

Demonstrate accountability

Delivering according to engagements taken with different stakeholders.

Convince

Using evidence from findings.

Educate

Reporting findings to help organizational learning.

Learn

Seeing what works, what does not and why.

Document

Recording and creating institutional memory.

Involve

Engaging stakeholders through a participatory process.

Gain support

Demonstrating results to help gain support among stakeholders.

Decision-making

Providing feedback to decision makers.

Collecting data for a results-based report

The data necessary to report on progress in achieving the targets set for indicators should be collected 
throughout the implementation of an intervention and compiled and analysed prior to reporting. This 
includes data needed from project stakeholders and implementing partners. Therefore, it is important to 
establish why, when and how data needed for reporting will be collected. 

The Results Matrix as well as the RMF collects key information and can therefore be used as resource 
for results-based reporting.58  

57 Adapted from Kusek and Rist, 2004.
58 For more detailed information regarding the RMF, please refer to the Results Monitoring Framework section of this chapter.

http://www.oecd.org/dac/peer-reviews/World%20bank%202004%2010_Steps_to_a_Results_Based_ME_System.pdf
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Collecting data to ensure results-oriented reporting versus activity-based reporting 

In the case of a capacity-building-related result, if the focus is on the knowledge attained, with an indicator 
that measures the percentage of participants who increased knowledge or the percentage who reported 
being able to apply knowledge gained, then once this data is collected, reporting will also be able to focus 
on this information and demonstrate a change in capacity through increased knowledge. 

On the other hand, if the indicator is not used and the data is not collected, then the report would only be 
able to state how many people were trained or how many trainings were implemented, which would be 
insufficient information to demonstrate a change, that is, the training provided achieved a change and the 
intended result of the capacity-building activity was reached. 

Irrespective of how well data is collected and analysed, data must also be well presented, with the target 
audience in mind. If poorly presented, reporting becomes less useful, which wastes resources and time. 
When identifying the purpose of data collection, it is important to plan for strong reporting structures 
from the very beginning. The chart below provides a picture of the cycle of data collection and analysis, 
reporting and use:

Figure 3.15. Cycle of data collection, analysis, reporting and use
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needs and 
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response

Writing a results-based report

When looking at reporting from an M&E perspective, some additional practices can be used to ensure 
results-based reporting.59 It is important to emphasize active language that captures the process of 
change, by explaining measurable, visible and concrete change in a given context. Language used in the 
report should focus on what is different as a result of the intervention, rather than what is implemented 
to create that change.
 

59 The IOM Project Handbook provides information about the content of reporting, including general report writing tips in Module 5 at pp. 367, 
387–393 (Internal link only).

EXAMPLE

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
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In the past, reporting often focused too much on the activities implemented and not on results at the 
output and outcome level, nor on the impact of the intervention towards achieving an intervention 
objective. Reporting should: 

• Tell the story of implementation, moving from the activities to the results and demonstrating 
how resources were used to achieve those results; 

• This story should provide an overview of the quantitative and qualitative data that demonstrates 
achievement towards results; 

• Underscore the challenges encountered by the project or programme and where improvements 
might be needed.60  

In addition, there are other recommended tips for writing results-based reports that adequately capture 
change. 

Additional tips for writing to capture change61 

• When reporting on completed activities, make sure to analyse and report on their effects. The focus 
should be on reporting on results rather than presenting detailed descriptions of activities, which 
could rather be provided in separate annexes.

• Present evidence of change and analyse progress by using indicators, baselines and targets in narrative 
report writing. Evidence of change may be presented in form of human-interest stories, personal 
testimonies, case studies, independent verifications or research, photos or statistical analyses, among 
others. 

• Provide context for the progress and changes achieved, also referring to the ToC.
• Incorporate lessons learned and successful practices at all levels of reporting. 
• Highlight how challenges and bottlenecks were overcome. 
• Think critically about the contribution of the project activities towards the results, and about which 

other factors could be contributing to results. 

  Examples of results-based language could be as follows:

Activity Results-based reporting

IOM procured and installed 20 winterized 
containers at the border area. 

By December, there was a 25 per cent increase in 
the number of migrants who slept in winterized 
accommodation in the country. 

IOM registered and provided 
transportation for migrant children 
to local schools in the area of the 
accommodation centre.

In 2021, the enrolment in schools of migrant 
children residing in migrant accommodation 
centers increased from 30 per cent to 
90 per cent. 

For more examples and information, refer to Module 5 of the IOM Project Handbook.

60 Chapter 6 of UNICEF, 2017, pp. 146–148.
61 Adapted from UNICEF, 2017, p. 150.

EXAMPLE

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
www.unicef.org/thailand/media/3486/file/Result-based%20management%20handbook.pdf
www.unicef.org/thailand/media/3486/file/Result-based%20management%20handbook.pdf


IOM MONITORING AND EVALUATION GUIDELINES
99

A good balance needs also to be kept between descriptive writing and analytical writing throughout. 
Descriptive writing helps to describe what has occurred, while analytical writing supplements this by 
adding analysis that may help explain why these things happened, what they have achieved (beyond the 
activities and the immediate outputs) and what implications this may have.

Descriptive writing Analytical writing

States what happened Identifies the significance of the findings

States the order in which things happened Evaluates strengths and weaknesses

Explains how something works Makes reasoned judgements

Lists details Gives reasons for each selected option

In addition to being results-based and incorporating both descriptive and analytical writing, there are 
other considerations that strengthen the quality of reporting. Effective reporting is relevant, timely, 
complete, accurate, concise and user-friendly, consistent and cost effective. It also presents good 
or high-quality data. The following chart provides a list of questions to help identify whether reporting 
meets these criteria:62 

Relevant • Which specific use or purpose is the report serving?
• Is excessive, unnecessary reporting avoided?

Timely • Is the report timely for its intended use?

Complete • Does the report provide a sufficient amount of information for its intended use?

Accurate • Does the report provide adequate facts and figures?

Concise and 
user-friendly

• Is the report writing appropriate for its intended audience? 
• Is the language clear, concise and easy to understand?

Consistent • Does the report use units and formats that are available and comparable over 
time to allow for tracking of progress against?

Cost-effective • Have the devoted time and resources been balanced out against the report’s 
relevance and use?

Strong reporting can satisfy IOM’s relationships with donors, improve donor support and facilitate the 
monitoring of a project. Weak reporting can be an indication of a lack of accountability and transparency 
mechanisms, with possible consequences for the relationship with a donor or other stakeholders.63  

Planning for effective reporting can be used to identify specific reporting needs and information 
needs of the target audience early in the process. Information can also be for a particular purpose, 
such as strategic planning, ongoing project implementation, compliance with donor requirements, 
evaluation or organizational learning. Utilization-focused reporting, that is reporting information 
according to information needs that will be utilized, helps optimize the use of report findings and avoids 
unnecessary reporting. 

When preparing for reporting, it is useful to know who will receive what information, in which format, in 
what frequency, and identify who will prepare and deliver the information.

62 Adapted from IFRC, 2011.
63 For examples of these consequences, see Module 5 of IOM Project Handbook, p. 356 (Internal link only).

TIP

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
https://iomint.sharepoint.com/:b:/s/IOMMEGuidelines-Resources/EXmnkolZ981HvdkvbO_-6RwBAa7VtnGwhyr1xHlvmtIe5Q?e=rb83lk


100 CHAPTER 3 
Monitoring at IOM

3.8.2. Reporting in a narrative donor report

The project manager is responsible for drafting, preparing and coordinating the donor reports in a timely 
manner.64 Within IOM, there are two main types of donor reports according to frequency, namely 
interim and final reports. Module 5 of the IOM Project Handbook lays out, in detail, the steps required to 
draft and prepare a narrative donor report.65 In summary, these steps are as follows: 

• Review project documents (originals and any subsequent revisions) to ensure that the most 
up-to-date information is presented in the report; specifically, the most recent agreed-upon 
version of the Results Matrix, reporting requirements and deadlines. 

• Review previous interim reports to ensure consistency of information and provide updates 
on any previous challenges raised in prior reports. 

• Review donor agreement and amendments to confirm key reporting requirements 
stipulated in the agreement, in particular, the frequency of reporting, format and reporting 
language. If these are not stipulated in the agreement, the IOM Project Handbook provides 
additional instructions on how to proceed at p. 261. 

In reviewing project documents, be sure to also refer to the Results Matrix and any corresponding ToC, the 
RMF, as well as the M&E plan for key inputs (if developed). If a reporting plan exists, refer to timelines and 
any already established reporting formats. The exact wording of the objective, expected results (outcome 
and output), as well as of the indicators, baselines and targets, reflected in the Results Matrix should be 
included the narrative part of the report to emphasize the reporting of results. Carefully reviewing these 
documents also facilitates the identification of unexpected results, which should also be included in any 
reporting.

IOM reporting template section II (Progress made towards realizing outcomes and 
outputs)66 

Section two of the reporting template describes results (outcomes and outputs) and related activities of 
the implementation during the reporting period. If the intervention has conducted frequent monitoring, 
information pertaining to results, such as outcomes and outputs, can be derived from its monitoring 
reports, its Results Matrix and/or its RMF. Progress made towards incorporating the cross-cutting themes 
should also be mentioned in this section of the report.67 

IOM reporting template section III (Progress achieved compared with the indicators 
in the Results Matrix)68 

The third section of the reporting template focuses on reporting on progress against the indicators 
of the Results Matrix, with detailed information on how to complete each cell.

64 Module 5 of IOM Project Handbook, p. 358 (Internal link only).
65 See Module 5 of IOM Project Handbook, pp. 260–361 (Internal link only).
66 Ibid., p. 364.
67 Guiding questions for incorporating cross-cutting themes into donor reporting can be found in the annex of chapter 5 of the IOM Monitoring 

and Evaluation Guidelines.
68 Module 5 of IOM Project Handbook, pp. 365–366 (Internal link only).

TIP

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
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IOM Results Matrix in the reporting template

Results Indicators Baseline Target Progress made during the 
reporting period

Cumulative project 
progress

Objective
Insert the 
objective 
as stated in 
the project 
document.

Insert the 
indicator as 
established in 
the Results 
Matrix.

Insert the 
baseline data 
relevant to 
the objective.

Insert the 
target set for 
the objective, 
as stated in 
the project 
document 
and Results 
Matrix.

Report the progress made 
within the current reporting 
period towards contributing 
to the realization of the 
objective as measured by the 
objective indicator against the 
defined target.

Indicate the total 
cumulative progress 
from the beginning 
of the project 
to the current 
reporting period 
as measured by 
the baseline versus 
the target of the 
outcome indicator.

No entry will be 
made in this column 
for the first report.

Outcome 1
Insert 
the (first) 
outcome 
as stated in 
the project 
document. 

Insert the 
indicators as 
established in 
the Results 
Matrix for 
Outcome 1. 
Be sure to 
add any new 
indicators 
that have 
been 
established 
subsequently.

Insert the 
baseline data 
relevant to
Outcome 1.

Insert the 
target for 
Outcome 1, 
as stated in 
the project 
document 
and Results 
Matrix.

Report the progress made 
within the current reporting 
period towards influencing 
the realization of the outcome 
as measured by the outcome 
indicator against the defined 
target.

Indicate the total 
cumulative progress 
from the beginning 
of the project 
to the current 
reporting period 
as measured by 
the baseline versus 
the target of the 
outcome indicator.

No entry will be 
made in this column 
for the first report.

Output 1.1
Insert the 
(first) output 
as stated in 
the project 
document.

Insert the
indicators as 
established in 
the Results 
Matrix for 
Output 1.1. 
Be sure to 
add any new 
indicators 
that have 
been 
established 
subsequently.

Insert the 
baseline
data relevant 
to .Output 
1.1.

Insert the 
target set for 
Output 1.1,
as stated in 
the project 
document
and Results
Matrix.

Report the progress made 
within the current reporting 
period towards the realization 
of the output as measured by 
the output indicator against 
the defined target.

Example of a project with a 
12-month duration:
In interim report 1 (Jan.–Mar. 
period): 500 border officials, 
disaggregated by sex, trained 
on the identification of falsified 
travel documents.

In the final report (Oct.–Dec. 
period): 350 border officials, 
disaggregated by sex, trained 
on the identification of falsified 
travel documents.

Indicate the total 
progress from the 
beginning of the 
project to the 
current reporting 
period as measured 
by the baseline versus 
the target of the 
output indicator.

Example of a project 
with a 12-month 
duration:
In interim report 1 
(Jan.–Mar. period): 
No entry will be 
made in this column 
for the first interim
report.

Activities
List the activities accomplished during the reporting period towards the realization of Output 1.1 based on the initial activities 
in the results framework.

Progress towards the realization of the objective, outcomes and outputs is recorded concisely in the 
column “Progress made during the period” while the progress made towards the results for the duration 
of the intervention is included in the column “Cumulative progress”. 
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A well-designed Results Matrix, and related RMF, with detailed indicators and data sources, can outline 
how data can be monitored at each results level – output, outcome and objective. Following the above, 
the data from monitoring findings is then recorded by being entered into the column “Achieved” of 
the RMF and, when reporting, into the column “Progress made during reporting period” for each level 
(output, outcome or objective – see above). As implementation progresses, monitoring reports and 
progress tracked over time in the RMF will show how progress on the indicators slowly lead to overall 
results at different levels that will inform reporting. 

IOM reporting template section IV (Challenges encountered and actions taken)69 

This section of the reporting template is an important part of reporting on results, as it provides a 
space to explain how results were affected by unintended consequences during implementation. The 
section describes and analyses significant difficulties or delays faced during project implementation and 
summarizes the corrective measures that have been taken or are being planned to address and rectify 
the situation. An analysis of the impact of any assumption in the Results Matrix, which did not hold true, 
or any risk realized during the reporting period must also be included in this section. The effect of the 
unrealized assumption or realized risk on the delivery of specific results and the impact of the overall 
project implementation should be regularly monitored to diminish any negative effects. Monitoring can 
also contribute to the assessment of whether the issue was outside of IOM’s control, such as in the case 
of a political event or a natural disaster. If the problem was due to a flaw or oversight in project design 
or due to insufficient mitigation measures in the risk management plan, this should also be mentioned. 
Finally, it is important to describe the measures or treatment plans that have either been planned or have 
been taken to address the situation and how it will be monitored. A table is provided within the reporting 
template to guide users to match each challenge with actions taken.70 Reporting on those issues is also 
an important element for future evaluations. This is also be a good time to update the risk management 
plan, if needed.

IOM reporting template section V (Conclusion)71 

In this section, a brief summary of the key achievements realized during the reporting period should be 
provided, as well as the next steps in the project’s implementation outlined. In the case of an interim 
report, briefly reiterate if there are any significant or persistent challenges anticipated for the upcoming 
period. It can be helpful to show how these future key activities are envisioned to lead to further results. 
For final reports, good practices and/or lessons learned during implementation should also be highlighted. 
To capture lessons learned, it is important to identify the exact challenges and remedial actions that were 
taken that lead to achieving positive results in subsequent activities. If they exist, lessons learned logs can 
be useful for this section of the report. Evaluations can also contribute to the lessons learned process 
and complement the final report. 

3.8.3. Reporting and learning

As stated above, reporting based on M&E findings and data can contribute to organizational learning and 
help improve the quality of interventions overall. While chapter 5 of the IOM Monitoring and Evaluation 
Guidelines provides more detail on learning through evaluation, this section highlights the link between 
reporting and learning with a focus on reporting based on findings and data from M&E activities. 

69 Module 5 of IOM Project Handbook, p. 367 (Internal link only).
70 Ibid.
71 Ibid.

https://intranetportal/Pages/ControlNo.aspx?controlNo=IN/00250/Module5
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Results-based reporting is crucial for decision-making and planning during the implementation of an 
intervention, as it can provide the information necessary for evidence-based decision-making. The 
findings and data generated through M&E activities provide crucial input for project management and 
informs decision-making. Furthermore, reflecting on findings from M&E allows for learning from day-to-
day activities. In turn, the lessons learned from daily activities help to improve the quality of both ongoing 
and future activities, as well as for future programmes. 

Reporting, reflecting and learning should occur throughout the intervention life cycle. While at the 
conceptualization stage, findings and lessons learned can be incorporated from previous evaluations; 
at the implementation stage, monitoring and/or a midterm evaluation can provide information to help 
decision-making to improve performance and impact and contribute to learning. Finally, at the completion 
stage, project/programme staff can reflect on the intervention to prepare for donor reporting and an 
evaluation facilitates the collection of higher-level lessons learned. 

IOM resources
2017a Module 5. In: IOM Project Handbook. Second edition. Geneva, pp. 355–416 (Internal link only).

Other resources
International Federation of Red Cross and Red Crescent Societies (IFRC)

2011 Project/Programme Monitoring and Evaluation (M&E) Guide. Geneva.

Kusek, J.Z. and R. Rist
2004 Ten Steps to Monitoring and Evaluation System: A Handbook for Development Practitioners. World 

Bank, Washington, D.C.

UNICEF 
2017 Results-Based Management Handbook: Working together for children. New York. 
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